Being in-between: a narrative investigation into manager identity work in a UK Housing Association by Rostron, Alison I.
University of Chester
Being in-between: a narrative investigation
into manager identity work in a UK Housing
Association
Thesis submitted in accordance with the requirements of the University of Chester
for the degree of Doctor of Philosophy
By
Ali Rostron
June 2016
1
Acknowledgements
I am grateful to many people and in particular the following:
To the CEO, managers and staff at ‘Panorama Housing’ for welcoming me into their 
organisation and particularly the twenty one managers whose stories are shared here;
To my supervisory team, Steve Page and Professor Phil Harris, for emotional 
support, intellectual challenge and great coffee;
To present and former colleagues at Chester Business School and particularly Dr 
Kate Black, Dr Russell Warhurst and Dr Tom Williams for helping me to believe 
that I could do it too;
To the members of the Identity Special Interest Group at the British Academy of 
Management, and particularly Dr Sandra Corlett, Dr Peter McInnes and Professor 
Christine Copeland for their insightful, challenging and constructive comments on 
early presentations of my findings;
To Chris Hampshire for sharing the PhD journey with unwavering humour, practical 
wisdom and discounted pizza;
To my parents, Dr John Rostron and Dr Margaret Rostron for proof-reading and IT 
support services, and for reminding me that it is possible to complete a PhD without 
access to a word processor or the internet;
To my examiners, Professor David Sims, Professor Andrea Whittle and Dr Tony 
Wall, for their invaluable and constructive critique and recommendations; 
Finally to Jo, for everything.
2
Abstract: ‘In-between’: a narrative investigation into manager 
identity work in a UK Housing Association
By Ali Rostron
This thesis uses narrative methods within a social constructivist paradigm to 
investigate the identity work of managers in a North West England Housing 
Association, in the context of being ‘in-between’ those whom they directly manage, 
and those whom they are managed by.  Within the complex field of identity studies it
draws on a narrative conceptualisation of identity and utilises methods based on 
narrative structural analysis and the work of Propp (1968), and on a Levi-Straussian
(1963, 1983) concept of mythical thought.  
The thesis is based on an embedded case study strategy in which managers are 
regarded as individual units of analysis within the bounded system of the case 
organisation.  Data was collected primarily by eliciting stories from managers 
through interviews, and from observation and document collection over a fifteen 
month period.  The case study organisation is a registered provider of social housing 
in the North West of England.  Management in social housing is an under-studied 
area, and the complex environment, which makes multiple demands on managers to 
be both business and socially focused makes it an ideal context in which to 
investigate manager identity work.  
The thesis proposes the concept of the ‘medial manager’ as any organisational actor 
who is both managed themselves and who manages others.  Its focus therefore 
extends from first level supervisors or team leaders through middle managers to 
senior managers reporting to Executive Board level.  It makes a number of 
contributions to knowledge.  First, a conceptual model of medial manager identity is 
developed through reflexive abductive iteration between primary data and extant 
literature which allows underlying processes of identity work to be identified, and 
understanding of identity work to be developed in several ways.  These include 
identifying three distinct but inter-dependent phases of identity work, identifying key
affording and constraining factors which help to explain different responses to 
subject positions by managers, and a more detailed understanding of the role of 
narrative in identity work.  Second, the thesis adds to our understanding of managers.
It reveals that the tensions between different interests commonly attributed to the 
middle manager role are also part of the daily experience of managers at other levels,
and perhaps especially at team leader level.  Third, the thesis makes a 
methodological contribution by developing a method of story elicitation and 
narrative analysis which is shown to be capable of revealing rich and granular detail 
into the workplace identities and processes of identity work accomplished by medial 
managers.
 
3
Declaration
This work is original and has not been submitted previously for any academic
purpose.  All secondary sources are acknowledged.  
Signed: ..........................................................................................
Early drafts of some findings have been published in the following papers, which are
significantly developed in this thesis:
Rostron, A., Page, S., & Harris, P. (2013) Managing difference? A contemporary 
workplace perspective on manager identity issues. Paper presented at the 
British Academy of Management Conference.  University of Liverpool.
Rostron, A. (2014). Telling tales, weaving webs: Investigating first-level manager 
identities through story elicitation. Paper presented at the British Academy of
Management Conference. University of Belfast.
Rostron, A. (2014) Imagination, fiction and real life: revitalising the interview in 
identity studies. Proceedings of the 13th European Conference on Research 
Methodology for Business and Management Studies, 315-321. Reading, UK. 
Academic Conferences and Publishing International Limited.  
Rostron, A. (2014). The long brown path before me: Story elicitation and analysis in 
identity studies. Electronic Journal of Business Research Methods 12(2), 96-
106
Rostron, A. (2015) Heroes and Helpers, Victims and Villains: a syntagmatic analysis
of manager stories.  Paper presented at the British Academy of Management 
Conference. University of Portsmouth.
4
Table of Contents
Abstract: ‘In-between’: a narrative investigation into manager identity work in a UK 
Housing Association.....................................................................................................3
Declaration...................................................................................................................4
List of tables...............................................................................................................11
List of figures.............................................................................................................12
List of abbreviations...................................................................................................14
Chapter 1 – Introduction.............................................................................................15
1.1 Introduction.......................................................................................................15
1.2 Background to the study...................................................................................15
1.3 Research aim and objectives.............................................................................17
1.4 The research context.........................................................................................18
1.5 Structure of the thesis.......................................................................................18
1.6 Contribution to knowledge...............................................................................20
1.7 Summary...........................................................................................................21
Chapter 2 – Identity, narrative identity and identity work.........................................22
2.1 Introduction.......................................................................................................22
2.2 Identity..............................................................................................................23
2.1.1 Identity, self and society............................................................................24
2.3 Framing identity (1): Identity work..................................................................27
2.4 Framing identity (2): Narrative identity...........................................................29
2.5 Framing identity (3): A mythical approach to narrative...................................34
2.6 A narrative conceptualisation of identity..........................................................35
2.7 Identity in an organisational context.................................................................37
2.7.1 Organisation, discourse and power............................................................37
2.8 Organisational identity regulation....................................................................39
2.8.1 Organisational structures............................................................................40
5
2.8.2 Organisational identity claims...................................................................41
2.8.3 Organisational members............................................................................43
Line managers and senior managers...................................................................43
Subordinates........................................................................................................43
Peers and Teams..................................................................................................44
External stakeholders..........................................................................................44
2.8.4 Social constructs........................................................................................45
2.9 Investigating identity and identity work...........................................................45
2.10 Summary.........................................................................................................47
Chapter 3 – The ‘medial manager’ and manager identity..........................................49
3.1 Introduction.......................................................................................................49
3.2 Identity and the ‘medial manager’....................................................................50
3.3 The medial manager – subject of organisational change..................................52
3.4 The medial manager – at the centre of organisational tensions........................54
3.5 Theorising the dimensions of medial manager positioning..............................57
3.5.1 Identification..............................................................................................58
3.5.2 Agency.......................................................................................................61
3.5.3 Summary: dimensions of medial manager identity....................................64
3.6 Investigating medial manager identity and identity work................................64
3.7 Summary...........................................................................................................68
Chapter 4 – Methodology (1): philosophy, strategy and design................................69
4.1 Introduction.......................................................................................................69
4.2 Philosophical framework..................................................................................69
4.3 Purpose and parameters: theory, generalisability and validity.........................71
4.3.1 Research, data and theory..........................................................................71
4.3.2 Research generalisability...........................................................................74
4.3.3 Research validity........................................................................................75
6
4.4 Research strategy..............................................................................................77
4.5 Research methods.............................................................................................79
4.5.1 Interviews...................................................................................................79
4.5.2 Observations...............................................................................................80
4.5.3 Documentary analysis................................................................................82
4.6 Context of the research – the case study organisation......................................82
4.7 Methodological limitations...............................................................................85
4.8 Summary...........................................................................................................86
Chapter 5 – Methodology (2): data collection and analysis.......................................88
5.1 Introduction.......................................................................................................88
5.2 Data collection..................................................................................................88
5.2.1 Interviews...................................................................................................89
5.2.2 Observations...............................................................................................92
5.2.3 Documents and artefacts............................................................................92
5.3 Ethical considerations.......................................................................................93
5.3.1 Non-maleficence........................................................................................94
5.3.2 Beneficence................................................................................................95
5.3.3 Autonomy...................................................................................................96
5.3.4 Justice.........................................................................................................97
5.4 Data analysis.....................................................................................................98
5.4.1 Data preparation.........................................................................................98
5.4.2 Analytical strategy...................................................................................100
5.4.3 Analytical methods..................................................................................103
Stage 1 – The organisational context................................................................104
Stage 2 – Medial manager self-presentation.....................................................105
Stage 3 – Medial manager organisational positioning......................................111
Stage 4 – Medial manager identity and identity work......................................113
7
5.5 Summary.........................................................................................................113
Chapter 6 – Medial manager stories: narrative and paradigmatic analysis..............115
6.1 Introduction.....................................................................................................115
6.2 The organisational and discursive context......................................................117
6.2.1 Panorama Housing...................................................................................117
6.2.2 Key organisational discourses..................................................................119
Being a business................................................................................................119
Being the best....................................................................................................121
Shared moral purpose........................................................................................123
6.2.3 Summary – the discursive context at Panorama Housing........................125
6.3 Medial manager texts: narrative analysis.......................................................126
6.3.1 Reading manager stories as subjects........................................................128
6.3.2 Reading manager stories as plot...............................................................138
Quest.................................................................................................................139
Battle.................................................................................................................142
Existential Struggle...........................................................................................143
Summary – reading manager stories as plot.....................................................144
6.3.3 Reading manager stories as narrative roles..............................................145
Narrative roles adopted by managers................................................................146
Narrative roles ascribed to others......................................................................148
The father..........................................................................................................148
Donors and helpers............................................................................................149
Victims and villains..........................................................................................150
Summary – reading manager stories as role.....................................................151
6.3.4 A narrative reading of manager identity..................................................154
6.4 Medial manager texts: paradigmatic analysis.................................................155
6.4.1 Constructing a social world......................................................................156
8
6.4.2 Mediating social dimensions....................................................................164
6.5 Summary.........................................................................................................176
Chapter 7 – Medial manager stories: organisational positioning.............................178
7.1 Introduction.....................................................................................................178
7.2 Medial manager identity work – responses to subject positions....................180
7.2.1 Possible subject positions.........................................................................181
7.2.2 Responses to possible subject positions...................................................186
7.2.3 Managing multiple subject positions.......................................................186
7.2.4 Managing contested subject positions......................................................190
7.2.5 Summary – responses to subject positions...............................................195
7.3 Medial manager identity work – ways of being a medial manager................197
7.3.1 Dimensions of medial manager identities....................................................198
7.3.2 Categorising medial manager identity: seven ways to be a manager..........200
The first way: The team’s champion.................................................................200
The second way: The expert practitioner..........................................................202
The third way: The practitioner-manager.........................................................205
The fourth way: The buffer...............................................................................207
The fifth way: The instrument..........................................................................209
The sixth way: The integrator...........................................................................211
The seventh way: The visionary.......................................................................214
7.3.3 Summary – medial manager organisational positioning..........................216
7.4 Summary.........................................................................................................217
Chapter eight – The identity work of medial managers...........................................219
8.1 Introduction.....................................................................................................219
8.2 Conceptualising the identity work of medial managers.................................220
8.2.1 Developing narrative identity and narrative identity work......................220
8.2.2 Key affordances and constraints of medial manager identity work.........225
9
Perceptions of the organisation.........................................................................227
Perceptions of staff and practice.......................................................................229
Perceptions of self.............................................................................................230
8.2.3 An integrative model of medial manager identity...................................232
8.3 ‘In-between’: Interpreting medial manager positioning.................................236
8.3.1 Champions, Practitioners and Practitioner-Managers: challenging the 
organisation.......................................................................................................237
8.3.2 Buffers and Instruments: defending the organisation..............................239
8.3.3 Integrators and Visionaries: embodying the organisation........................242
8.4 ‘In-between’ organisational tensions: Implications for organisations............243
8.4.1 Interpreting medial manager behaviours as identity work.......................243
8.4.2 Understanding medial manager identity challenges................................245
8.4.3 Medial manager identity: the value of dissensus.....................................250
8.5 Summary.........................................................................................................251
Chapter 9 – Conclusions...........................................................................................253
9.1 Introduction.....................................................................................................253
9.2 Key findings from the research.......................................................................254
9.3 Contributions of the research.....................................................................268
9.4 Reflections on the research and future directions...........................................274
9.5 Concluding remarks........................................................................................278
References................................................................................................................280
Appendix 1 – Interviews..........................................................................................309
Appendix 1A – Interview schedule......................................................................309
Appendix 1B – Transcription system...................................................................311
Appendix 1C – Interview excerpt.........................................................................313
Appendix 2 – Reflective journal..............................................................................315
10
List of tables
Table 1 Propp’s narrative functions...............................................................109
Table 2 Propp’s narrative dramatis personae................................................110
Table 3 Summary of the discursive context of Panorama Housing..............120
Table 4 Medial managers at Panorama Housing...........................................127
Table 5 Summary of medial manager stories................................................129
Table 6 Typology of plotlines of medial manager stories.............................140
Table 7 Manager narrative positioning within organisational world – 
detailed.............................................................................................167
11
List of figures
Fig 1 A narrative conceptualisation of identity...........................36, 116, 221
Fig 2 Summary of the four stage analytical process..................................101
Fig 3 Summary of analytical methods.......................................................104
Fig 4 Illustrative example of thematic coding...........................................106
Fig 5 Position of analysis of organisational discourses within the analytical 
process..............................................................................................117
Fig 6 Position of narrative analysis within the analytical process.............127
Fig 7 Example of coding a plotline............................................................141
Fig 8 Position of paradigmatic analysis within the analytical process......156
Fig 9 Coded example of paradigmatic analysis.........................................158
Fig 10 Four ways of constructing the organisation......................................159
Fig 11 Example of narrative mediation.......................................................165
Fig 12 Medial manager narrative positions within organisational worlds – 
summary ..........................................................................................174
Fig 13 Position of analysis of medial manager subject positions within the 
analytical process..............................................................................180
Fig 14 Possible subject positions of medial managers................................182
Fig 15 Possible subject positions by medial manager.................................184
Fig 16 Typology of tactics for managing multiple subject positions..........187
Fig 17 Typology of tactics for contesting subject positions........................191
Fig 18 Position of analysis of medial manager positioning within the 
analytical process..............................................................................197
12
Fig 19 Ways of being a medial manager.....................................................199
Fig 20 Position of affordances and constraints within the analytical 
process..............................................................................................219
Fig 21 Three phases of identity work..........................................................223
Fig 22 Factors affording and constraining medial manager identity 
work..................................................................................................226
Fig 23 An integrative model of medial manager identity............................234
13
List of abbreviations
CEO – Chief Executive Officer
HA – Housing Association (synonymous with RSL)
OD – Operations Director
PI – Performance Indicator
RSL – Registered Social Landlord (also known as Registered Provider of Social 
Housing – synonymous with HA)
SM – Service Manager
TL – Team Leader
VFM – Value for Money
14
Chapter 1 – Introduction
1.1 Introduction
This thesis investigates the identity work of managers in a UK Housing Association, 
with a specific focus on their organisational position ‘in-between’ those whom they 
manage and the organisation to whom they are responsible.  This chapter introduces 
the background to the choice of research topic and justifies its value as a contribution
to an important field of study.  It sets out the research aim and objectives, the context
in which the research was carried out and provides an overview of each chapter.  
Finally the chapter summarise the ways in which the research findings contribute to 
knowledge.
1.2 Background to the study
This thesis is underpinned both theoretically and methodologically by narrative, and 
so it is appropriate to start with a story.
Nearly ten years ago I joined a local authority as a team manager.  I worked in a 
large, open-plan office which meant that I was able to observe and overhear the 
adjacent team and its two team leaders.  That team had a reputation within the 
service for being ‘challenging’ and ‘old-school’: they were unionised, saw 
themselves as more skilled and doing a more demanding job than their peers, were 
keen to protect their established ways of working and were occasionally 
confrontational.  Nevertheless, the two team leaders had a generally good working 
relationship with them, and saw themselves as having an important role in slowly 
introducing and promoting changes to align the team with the service area’s 
increasing drive for performance improvements and more ‘professional’ ways of 
working.  The team leaders’ own line manager had been on long-term sick leave, and
they had only been minimally managed in his absence, but about six weeks after I 
had joined the line manager returned.  It soon became apparent that disagreements 
and conflicts were arising between him and the two team leaders, not least because 
the team leaders increasingly complained to me (as a peer) about his actions.  They 
felt that he was trying to impose changes too quickly and undoing the trust that the 
team leaders had established with the team; worse, they complained that he did not 
consult with them but took decisions on his own.  The situation came to a head when
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the line manager announced a significant change to work practices at a team meeting
in front of the team leaders but without having told them beforehand.  From that 
point on the team leaders stopped trying to positively promote changes on the line 
manager’s behalf and increasingly began to take up the objections and complaints of 
the staff.  
I had no direct involvement in the events other than as a confidante but I intuitively 
felt that the incident represented something interesting and important about being a 
manager, although I was not sure exactly what that might be.  About that time I 
started studying a part time MBA, and when I came to research my dissertation two 
years later, I returned to the incident.  As I reflected again on the events I had 
observed, this time with the benefit of two years’ academic study, and as I started to 
explore what I thought might be relevant management literature, two key themes 
started to emerge with potential explanatory value.  The first was that of plurality 
and competing organisational interests: the team leaders were precariously 
positioned between the interests of their team and the interests of the service area and
the organisation.  The second, which I stumbled upon almost by chance, was that of 
identity.  It seemed to me that identity (which I then only loosely grasped) might 
explain some of the conversations I had had with the team leaders: they had seen 
themselves as junior managers acting in the interests of the organisation, but this 
identity had been challenged and undermined by their line manager’s assumption 
that they were his vicarious instruments.  They had therefore started to develop 
alternative identities as representatives of their team.  These tentative ideas and 
concepts became the basis for a successful master’s dissertation.  
This thesis builds on the nascent concepts and research which formed that 
dissertation.  In doing so, it brings together two important and current areas of 
research.  Organisational studies have increasingly become interested in identity and 
the effects of members’ self-definitions on organisational behaviours, and of 
organisational practices on member identities (Alvesson, Ashcraft, & Thomas, 2008;
Brown, 2001; Haslam & Reicher, 2006).  A growing body of research is also 
examining the role of managers and particularly the classical ‘middle manager’: their
organisational role of translating executive strategy into practical and operational 
action (Currie & Proctor, 2005) and the challenges of managing the tensions between
staff and organisational interests (Carter et al., 2014; Clarke, Brown, & Hope Hailey,
16
2009; Ericsson & Augustinsson, 2015; Holden & Roberts, 2004; McConville & 
Holden, 1999; Sims, 2003; Watson, 1997).  This research makes a contribution to 
knowledge by explicitly bringing the two fields together and using each to frame and
interpret the other.  The position of the classical middle manager ‘in-between’ is 
further theorised to develop the concept of the ‘medial manager’ defined as any 
manager who is responsible for directly managing others and who is directly 
managed themselves (that is, the middle manager becomes a sub-set of medial 
managers); and the organisational position ‘in-between’ potentially competing 
interests is used as a case study for examining identity processes.  Conversely, 
identity is used as a lens through which to frame and interpret the experience of the 
medial manager ‘in-between’ competing interests.
1.3 Research aim and objectives
The aim of the thesis is to uncover the processes of identity work undertaken by 
managers in a UK Housing Association.  Specifically the aim is to understand 
processes of identity work in the context of the manager’s position ‘in-between’ the 
staff and services they manage and the organisation to whom they are responsible.
In order to clarify and focus the scope of the research a number of objectives have 
been developed:
1 To review the broad and complex terrain of identity studies and to 
establish the particular theoretical position adopted by the research;
2 To fully theorise and conceptualise the position of the manager ‘in-
between’;
3 To uncover how managers personally understand their organisational 
roles, and the personal meanings that they attribute to their roles;
4 To understand the extent to which managers recognise their 
organisational role as being 'in-between' and subject to multiple 
discursive claims;
5 To understand the ways in which managers respond to multiple subject 
positions, and the interplay between personal understandings and the 
discursive context in which they work.
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1.4 The research context
The research is conducted in ‘Panorama Housing’, a UK registered provider of social
housing, also known as a Housing Association.  The decision to conduct the research
within such a context was informed by a number of factors.  On the one hand 
housing associations operate within a particularly complex and dynamic 
environment characterised by competing expectations and discourses.  Housing 
Associations are non-publically funded, not-for-profit businesses: as such they are 
subject to both business and social imperatives, and need to balance and sustain both 
commercial and public responsibilities.  A housing association context therefore 
suggests a number of significant pressures and discourses within which managers 
must operate and make sense of their roles.  On the other hand, Panorama Housing 
has consistently been ranked highly in national employee engagement assessments, 
suggesting that managers there are not working in an environment of overt conflict 
between staff and organisational interests.  This enables the research to investigate 
the everyday interactions and sensemaking of medial managers, and the experience 
of the medial manager ‘in-between’ as a common rather than exceptional position. 
1.5 Structure of the thesis
Chapter 2 sets out the necessary theoretical and contextual framework for an 
investigation into manager identity.  It establishes the research understanding of 
identity by developing an integrative conceptual model based on successive framing 
through concepts of identity work, narrative and mythical thought.  Identity is 
understood as a dynamic, continuous and reciprocal process between self-identity as 
the self understood over time at any point, and identity regulation of discursive 
practices, through processes of identity work which are primarily accomplished 
through narrative and storytelling.  The chapter goes on to outline such identity 
processes in the context of the organisation.
Chapter 3 introduces the concept of the ‘medial manager’ as a particular case study 
of organisational identity.  The chapter firstly sets out and justifies a definition of the
medial manager as any organisational member who both directly manages others and
is directly managed themselves, and provides an overview of the organisational 
context in which medial managers operate.  The chapter then builds on and integrates
this with the research understanding of identity presented in chapter 2 to develop an 
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interpretative framework to conceptualise medial manager identity, based on 
dimensions of identification and agency, and which highlights the multiple ways in 
which managers may make sense of a highly contingent and contextual 
organisational position.  
Chapter 4 sets out the underpinning philosophical framework for the research and 
provides an overview and justification of the research strategy and methods adopted. 
A reflexive abductive approach in which the researcher’s theoretical pre-conceptions
are engaged in continual iteration with the empirical data is justified as being 
consistent both with a social constructivist paradigm and with the research objective 
of understanding the ways in which individuals make personal sense of themselves 
and their organisational roles.  The chapter then presents the research strategy as a 
single-unit embedded case study in which the units of analysis are both the ‘bounded
system’ of the case organisation and the individual medial managers within it.  The 
ways in which interviews, observations and organisational documents provide 
complementary methods through which to gather empirical data are discussed.  
Chapter 5 presents a detailed description of how data was collected through 
interviews, observations and documents, including the design and administration of 
research instruments and how ethical considerations were identified and addressed.  
The primary source of data is explained as the elicitation of stories by managers 
about themselves in their organisational role.  The chapter provides full details of 
how analysis of the data was carried out, including preparation of the data, the 
overall analytical strategy and specific methods used, in order to demonstrate 
research reliability and viability, and to enable the reader to understand and evaluate 
the conclusions drawn by the researcher.
Chapter 6 presents the analysis of the organisational discursive context and 
establishes the subjectivities impinging on medial managers within the context of the
case organisation, Panorama Housing, and the possible discursive resources 
available to medial managers.  It then goes on to present a detailed structural analysis
of the manager stories elicited during interviews, through a narrative and then a 
paradigmatic analysis.  The chapter demonstrates both the wide range of nuanced 
personal manager self-presentations, and the complex range of narrative identity 
work undertaken by medial managers.  The stories that managers tell about 
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themselves are shown to both inform and set up a personal social world based on 
oppositions and also establish a personal position within that social world.  
Chapter 7 presents a further level of analysis by contextualising the manager stories 
and texts in terms of organisational positioning.  First, it identifies the possible 
subject positions referenced and recognised in the manager texts.  Second, it 
identifies the range of tactics adopted by managers in response to multiple and 
sometimes contested subject positions.  Third, it demonstrates the extensive range of 
ways in which managers interpreted their role and organisational position within 
their interview talk, particularly in response to the identified multiple and contested 
subject positions, and how manager stories and tactics for managing multiple subject
positions inform and reflect such different positionings.
Chapter 8 reviews the findings presented in chapters 6 and 7 and interprets and 
contextualises them within the theoretical foundations of the thesis and the extant 
literature.  This forms the basis for the final stage of analysis in which the data and 
findings are re-analysed to identify key affording and constraining factors of medial 
manager identity.  An original and integrative model is developed which maps out 
key processes, affordances and constraints of medial manager identity work within 
the organisational context, and the chapter goes on to demonstrate how the model 
can further interpret the different medial manager positions described by managers 
and presented in chapter 7.  The chapter discusses the implications of the findings 
and the contributions it makes to knowledge of identity and managers.
Chapter 9 concludes the thesis by summarising the key findings of the research in the
light of the research objectives, and contributions made to knowledge.  It reflects on 
the limitations of the research and proposes directions for future study.
1.6 Contribution to knowledge 
The research uses the experience of the manager 'in-between' as a case study for 
examining identity processes, and conversely uses identity as a particular lens to 
frame and interpret that manager experience.  The major contribution of the research 
is to develop an empirically grounded model of manager identity work based on the 
conceptualisation of the medial manager who is 'in-between' the staff and services 
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they manage, and the organisation to whom they are responsible.  In doing so the 
thesis makes a number of original contributions to knowledge.
1 The thesis develops an original and integrative model of medial manager identity
work:
1.1 The central role of narrative in identity work is highlighted and 
clarified.
1.2 Three distinct and inter-dependent phases of identity work are 
identified.
1.3 Key factors which mediate the identity work of medial managers are 
identified, relating to perceptions of the organisation, perceptions of 
staff and practice, and perceptions of the self.
2 The thesis develops understanding of management:
2.1 The concept of the medial manager is shown to be robust and reflective 
of manager experience.
2.2 Tensions between different interests commonly attributed to the middle 
manager role are shown to also be part of the daily experience of 
managers at other levels, and perhaps especially at team leader level.
2.3 The precarious nature of manager identity is highlighted, and the 
potential attraction of other organisational subject positions is revealed.
3 The thesis makes a methodological contribution:
3.1 The developed method of eliciting stories and applying narrative and 
paradigmatic analysis is shown to offer rich insights into both the self-
identities and identity work of medial managers.
1.7 Summary
This chapter has introduced the nature of the thesis and established the value of the 
research for understanding both processes of identity and the organisational role of 
managers.  It has summarised the content of the thesis and its contribution to 
knowledge.
The next chapter establishes and clarifies the position of the research within the 
complex and wide-ranging field of identity studies.
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Chapter 2 – Identity, narrative identity and
identity work
2.1 Introduction
This chapter sets out the necessary theoretical and contextual framework for a 
subsequent investigation into manager identity.  It begins by introducing the field of 
identity studies and acknowledges the vast, multiple, sometimes complementary and 
sometimes contradictory nature of the field.  The chapter therefore does not seek to 
provide any comprehensive overview, but instead sets out the particular theoretical 
position adopted by the research, and contextualises this position within relevant key
debates within the field.  Identity is understood to be an internal-external dialectic 
between the self and the social through which individuals make sense of their place 
in the world, and is further understood to be multiple, relational, discursive and 
ongoing.  This understanding is further refined by successive framing through the 
concepts of identity work, narrative identity and mythical thought.  An integrative 
conceptual model of narrative identity is developed which expresses identity as a 
dynamic, continuous and reciprocal process between self-identity as the self 
reflexively understood over time at any point, and identity regulation of discursive 
practices, through processes of identity work which are primarily accomplished 
through narrative and storytelling.  
The chapter then goes on to outline these identity processes in the context of the 
organisation.  It begins by considering the question of individual agency in the 
context of organisational power relations, effects and discourses, and concludes that 
although organisational discourse and structure may be powerful, there nevertheless 
remains space for individuals to construct their own meanings and to resist certain 
discourses.  The chapter then reviews the multiple organisational effects on identity, 
including organisational structures, organisational discourse, different organisational 
actors including superiors and subordinates, and wider social constructs such as 
profession or occupation.  Finally it considers the particular gaps in identity 
knowledge which this current research is positioned to address.  This provides the 
necessary context for introducing the concept of the ‘medial manager’ in the 
following chapter.    
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2.2 Identity
At its simplest, identity may be understood as the means by which individuals and 
collectives understand and organise their place in the world: Who am I/we, and how 
should I/we act?  Human needs include both the need for similarity and social 
validation, and the need for uniqueness and individuation (Brewer, 1991, 2003; 
Kreiner, Hollensbe, & Sheep, 2006b), and identity denotes ways in which one is the 
same and is different to others (Ellis & Ybema, 2010; Jenkins, 2008; Karreman & 
Alvesson, 2001).  Identity provides a knowledge structure which helps to organise 
and give meaning to past, current and future behaviours and experiences (Markus & 
Wurf, 1987; Musson & Duberley, 2007; Thornborrow & Brown, 2009; Van 
Knippenberg, Van Knippenberg, De Cremer, & Hogg, 2004) and enables individuals
to adopt recognisable roles, beliefs and practices which are appropriate to different 
social contexts (Reitzes & Mutran, 1994; Ryan & Deci, 2003; Sluss & Ashforth, 
2007).
Organisational studies have become increasingly interested in identity, recognising 
the effects of members’ self-definition on organisational behaviours and of 
organisational practices on member identities (Brown, 2001).  Indeed, it is suggested
that identity can be utilised to inform and increase understanding of almost every 
aspect of organisations (Alvesson, et al., 2008; Haslam & Reicher, 2006).  In part 
this has been driven by a wider recognition that identity has become a more 
prominent and significant issue for the modern and emerging postmodern world, in 
which the decline of social forces previously constraining identity such as religion 
and birth-right, the widening of possible role models and the rise of self-
commodification or ‘self-as-brand’ are seen as making identity more contingent, 
fragile and fragmented (Ashforth, Harrison, & Corley, 2008; Brown, 2001; 
Collinson, 2003, 2006; Gergen, 2000; Giddens, 1991; Mischenko, 2005; Ryan & 
Deci, 2003; Sinclair, 2010).  Similarly, roles in post-bureaucratic organisations are 
seen as becoming less scripted and more improvised with the decline of fixed roles 
and hierarchies (Alvesson & Willmott, 2002), and with post-bureaucratic 
organisations increasingly seeking to make claims on organisational member identity
as an alternative means of control (Alvesson & Willmott, 2002; C. Casey, 1995; 
Costas & Fleming, 2009; Du Gay, 1996a; Musson & Duberley, 2007; Pratt & 
Foreman, 2000). 
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Identity is a vast field of study which has been extensively researched within the 
disciplines of psychology, sociology, anthropology, philosophy and the humanities
(Brown, 2015) as well as organisation studies, and it has generated a wide range of 
theoretical models and approaches including understanding identity in terms of 
social categorisations, the psyche, discipline and social interaction (Kenny, Whittle, 
& Willmott, 2011).  Whilst the range of streams are founded on distinct ontological 
and epistemological assumptions, they are not “hermetically sealed” (Brown, 2015, 
p. 23): many are regarded and treated as complementary or related by scholars 
working within diverse traditions (Kenny, et al., 2011; Kira & Balkin, 2014) and the 
repertoire of intellectual resources may be regarded as creatively expanding (Brown, 
2015).  The following section will therefore not offer any comprehensive overview 
of the field of identity theory, (c.f. Sveningsson & Alvesson, 2003) but explain the 
particular position undertaken by the research, and the particular streams within the 
field which inform that position, recognising that to adopt any position is to 
selectively frame the subject of identity, to promote certain perspectives and 
understandings, and to preclude others (Alvesson & Skoldberg, 2009; Kenny, et al., 
2011; Sanger, 1996).
2.1.1 Identity, self and society
Identity is understood as an internal-external dialectic (Jenkins, 2008) between the 
individual (the self) and others (society). Mead’s (1934) work, despite its age, 
remains an important reference for conceptualising and describing this process
(Jenkins, 2008) and provides a number of core concepts which are further built on 
and developed by this thesis.  Mead argues that self-consciousness can only be 
attained by taking the attitudes of others toward the self in a social environment.  In 
other words one cannot be both actor and spectator at the same time: identity can 
only be known through others (Shaw, 2010).  Moreover, the individual must also be 
able to take on the generalised attitudes of others towards common social activities 
in order to enable shared, community action and a “universe of discourse” (Mead, 
1934, p.156).  However, the self is not a passive recipient, but also responds back to 
others and affects the responses and attitudes of those others.  Mead expresses this 
process by describing the self as comprising two distinguishable phases, the ‘I’ and 
the ‘Me’.  The ‘I’ is the response of the individual to the attitudes of others, and the 
‘me’ is the organised set of attitudes of others which the individual assumes.  The 
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attitudes of others constitute the organised ‘me’ and the individual then reacts 
towards that as an ‘I’.  The phases of ‘I’ and ‘me’ exist in a continual dynamic: “The 
‘I’ of the present moment is the ‘me’ of the next moment” (Mead, 1934, p. 174).  
Through the ‘me’ the self is able to be recognised and maintain itself within the 
community; but through the ‘I’ the self responds to the community and to the ‘me’, 
and may seek to act on either.
A number of key implications for understanding identity emerge from this.  First, 
identity is not monolithic but multiple (Sveningsson & Alvesson, 2003).  The self is 
the product of social processes and so the organised ‘me’ and the responsive ‘I’ will 
be different in different situations (Mead, 1934).  The self is commonly seen as 
multiple parts or identities, each representing the self as it is situated in a particular 
social context (Brown, 2006; El-Sawad, Arnold, & Cohen, 2004; Karreman & 
Alvesson, 2001; Strachan, Flora, Brawley, & Spink, 2011) which are organised into 
personal and social schema and which may have more or less importance or salience 
in different contexts (Markus & Wurf, 1987; Sluss & Ashforth, 2008; Stryker & 
Burke, 2000).  Similarly, individuals will have individual responses towards the 
meaning, content and importance of common social roles such as manager or teacher
(Ryan & Deci, 2003; Watson, 2008).  Identity may be understood as the multiple 
typifications of self which may be subject to conflict and struggle: “selves account 
for identities, not identities for selves” (Weigert & Gecas, 2003, p. 268).
Second, identity is relational and interdependent: one’s identity must be accepted by 
another as credible (Goffman, 1959, 1961; Schlenker, 2003) and as compatible with 
the other’s own identity (McDonald, Rogers, & Macdonald, 2008); for example, an 
individual’s enactment of a subordinate role will be affected by whether another 
enacts a supervisor role as the individual expects (Luhrmann & Eberl, 2007; Sluss & 
Ashforth, 2007).  Linked to this, identity is dramaturgical.  “People learn their 
identities by projecting them onto an environment and observing the consequences”
(Weick, 1995, p. 23).  They may also seek verification of identities by trying them 
out (Down & Reveley, 2009; Simpson & Carroll, 2008) or actively trying to present 
a convincing performance (Bolton, 2005; Goffman, 1959, 1961).
Third, identity is discursively constructed.  Mead argues, from a symbolic 
interactionist perspective, that it is only through universally shared symbols, of 
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which the primary one is language, that the process of taking the attitude of another 
is possible (Mead, 1934).  From a social constructivist perspective language and 
discourse are the means by which social reality, and thus identity, is constructed: we 
make shared sense of events through naming and labelling them (Berger & 
Luckmann, 1966; Gergen, 2000; Weick, 1995; Weick, Sutcliffe, & Obstfeld, 2005).  
Discourse (which is further discussed in section 2.7.1) may be described as a 
“system of statements which constructs an object” (Parker, 1992, p. 5), or the ways 
in which language is organised into different “regimes of truth” (Kornberger & 
Brown, 2006, p. 500), through which named effects, experiences and practices are 
reproduced (Kornberger & Brown, 2006; Phillips, Lawrence, & Hardy, 2004; 
Sturdy, Brocklehurst, Winstanley, & Littlejohns, 2006).  Identity is constructed in 
the context of multiple, often simultaneous discourses which provide a frame of 
reference for individuals to position themselves and to be positioned (McKenna, 
2010; R. Thomas & Linstead, 2002) through categorical alternatives (Ybema et al., 
2009), social roles and norms (Watson, 2009).
Finally identity is understood as an “unfinished project” (McInnes & Corlett, 2012, 
p. 27) of becoming.  Mead’s model of the self implies a continual dynamic between 
the self and the social, of taking the attitudes of others and responding back: it is an 
“ongoing iteration between social and self-definition...between internal strivings and 
external prescriptions” (Ybema, et al., 2009, p. 301).  Individuals are continually 
responding to socially shared meanings, how they are represented by such meanings 
and how they might represent themselves (Hall, 1996; Stets & Burke, 2000) by 
forming, repairing, maintaining, strengthening or revising identities (Alvesson & 
Willmott, 2002; Sveningsson & Alvesson, 2003).  Identity, as socially and 
discursively constructed, is necessarily always provisional and insecure (Knights & 
Clarke, 2014), a process which one does, not something one has (Jenkins, 2008); and
any account of identity must take account of this ongoing process between the self 
and the social and pay proper attention to both (Stryker & Burke, 2000; Watson, 
2008; Webb, 2006; Ybema, et al., 2009).      
Having set out some of the key understandings of identity underpinning the research,
the next three sections set out a particular conceptualisation, or framing, of identity 
in more detail, and how such framing positions the research with respect to key 
debates within the identity literature.  
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2.3 Framing identity (1): Identity work
The first way in which the research frames identity is through the metaphor (Brown, 
2015) of identity work.  Watson (2008, p. 129) defines identity work as involving:
...the mutually constitutive processes whereby people strive to shape a 
relatively coherent and distinctive notion of personal self-identity and 
struggle to come to terms with and, within limits, to influence the various 
social-identities which pertain to them in the various milieu in which they 
live their lives. 
This definition distinguishes a number of key aspects of identity work which are 
reflected in other definitions (see for example Down & Reveley, 2009; McInnes & 
Corlett, 2012; Snow & Anderson, 1987; Sveningsson & Alvesson, 2003).  It focuses 
attention on identity as an ongoing dynamic between the self and the social, and as a 
process rather than a state; it characterises the dynamic as one of tension, or 
“struggle” between the individual’s sense of self and social expectations of them at 
any given moment and context; and it expresses that process as being “mutually 
constitutive”, with the self being both constrained by social effects and having 
(differing degrees of) agency to shape and influence how it is expressed within those 
social contexts.
The value of the concept of identity work is further clarified by Alvesson and 
Willmott’s (2002) model of identity.  This describes three phases of the ongoing 
interaction between the self and social context, ‘self-identity’, ‘identity regulation’ 
and ‘identity work’, which are all interrelated and interdependent.  Self-identity is 
the self as reflexively understood at any point in time (Giddens, 1991) from the 
individual’s unique assemblage of generalised attitudes of others (Jenkins, 2008; 
Marks & Thompson, 2010; Mead, 1934).  Markus and Wurf (1987) call this the 
‘self-concept’, made up of multiple self-conceptions which include well-elaborated 
and established self-conceptions and those which may be more tentative or 
provisional.  They further propose the ‘working self-concept’ as the subset of self-
conceptions which are accessible at any given point, which may include both well-
established and provisional versions.  Identity regulation describes the effects of 
social practices on identity: the ways in which discourses, practices, rules, norms, 
ideologies and social groupings position the individual in relation to others (Davies 
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& Harre, 1990; Hopkinson, 2003); and identity work is the process of continually 
“forming, repairing, maintaining, strengthening or revising” self-identity in the 
context of ongoing challenges or confirmations posed by identity regulation
(Alvesson & Willmott, 2002, p. 262).  
This expression of identity work therefore implies a position in regard to a key 
debate within the literature: the extent to which individuals have agency in being 
able to choose, construct and maintain identities and the extent to which identities 
are subject to the effects of discursive and institutional practices.  Identity work 
recognises and attends to the subjectivities of the self in discursive and institutional 
contexts, the potential disciplinary power (Foucault, 1979, 1988) of discursive 
regimes (Brown & Lewis, 2011; Collinson, 2003; Fleming & Spicer, 2003; Ford, 
2006; Gabriel, 1999; Thornborrow & Brown, 2009) and the multiplicity of identities 
in multiple social contexts (Collinson, 2003, 2006; Gergen, 1992, 2000; Sinclair, 
2010).  Nevertheless, identity work resists the post-structuralist extrapolation of this 
which argues that the self is wholly subject to social effects and merely assemblages 
of others (Gergen, 2000) or engaged in a “congenitally failing battle” (Kornberger & 
Brown, 2006, p. 500) to maintain identities, by recognising, through the role of self-
identity, the individual’s capacity for degrees of agency.  
Such a position has both theoretical and empirical support.  Although they exist in a 
social and discursive context, individuals are also uniquely embodied in a particular 
physical space and a particular viewpoint (Jenkins, 2008; Shaw, 2010).  Individuals 
come to know the world experientially; we make sense of the world through lived 
and felt bodily experiences and through the sensing of our surroundings (Hallam, 
Hockey, & Howarth, 1999), and our selves and identities are embodied through our 
ongoing interactions (Cunliffe & Coupland, 2012) and enactments (Down & 
Reveley, 2009; Goffman, 1959) with others.  This includes emotional experiences 
and responses (Cascon-Pereira & Hallier, 2012; Cunliffe & Coupland, 2012; Davies 
& Harre, 1990; Mischel & Morf, 2003; Strachan, et al., 2011).  Individuals are not 
merely passive recipients of identity regulation but respond to and may invest 
emotionally in identities (Knights & Clarke, 2014; Kreiner, et al., 2006b; Warhurst, 
2011) and such emotional investment may then shape future interactions (Cascon-
Pereira & Hallier, 2012).  There is also empirical evidence to suggest both that 
individuals are able to resist discursive regimes and practices to varying degrees
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(Brown & Lewis, 2011; Collinson, 1994, 2006; Leonard, 2003; Musson & Duberley,
2007; R. Thomas & Davies, 2005) and are able to maintain a degree of continuity of 
self-identity.  Individuals appear to hold enduring self-views and then act to acquire 
support for those self-views through the situations and relationships they choose, the 
identities, roles and responsibilities they communicate and emphasise, and the 
information and responses to others that they attend to and remember (Burke, 2006; 
Kira & Balkin, 2014; Seyle & Swann Jr., 2007; Stryker & Burke, 2000; Swann Jr., 
Rentfrow, & Guinn, 2003) even when the self-view is negative and challenged by 
positive feedback (Ashforth, et al., 2008; Seyle & Swann Jr., 2007; Swann Jr., et al., 
2003).
Identity work therefore both acknowledges the importance of individual agency and 
subjectivity in a social context, and avoids unduly privileging either by focusing on 
the processes between the two – “identities-in-action” (Brown, 2015, p. 33) – rather 
than closed positions as sources for or targets of identity (Belova, 2010; Brown, 
2015).  In the next section, the concept of identity work as the processes of “forming,
repairing, maintaining, strengthening or revising” (Alvesson & Willmott, 2002, p. 
262) self-identity in the context of identity regulation is further developed through a 
conceptualisation of narrative identity.
2.4 Framing identity (2): Narrative identity
Narrative may be understood as a particular way of using language to organise and to
make sense of multiple and scattered events.  Narrative is more than simply stringing
episodes together (Bruner, 1991; Ricoeur, 1981): it is the process of “constructing 
meaningful totalities” (Ricoeur, 1981, p. 279) by selecting and constituting events in 
particular ways as functions of a recognisable narrative genre or plot (Bruner, 1991). 
Narrative is therefore understood as an active process of conceptual framing
(Hawkins & Saleem, 2012) and a particular way of creating a social reality (Cunliffe,
Luhman, & Boje, 2004; Hopkinson, 2003) by selectively distilling disparate and 
often contradictory events and experiences into a coherent whole (Boje, 1991, 2001).
Before proceeding further it is necessary to clarify the use of certain terms and the 
extent and ways in which they represent distinct concepts: those of narrative, story 
and discourse.  In particular there remains considerable disagreement and confusion 
over the difference, if any, between narrative and story (Brown, Gabriel, & Gherardi,
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2009; Hawkins & Saleem, 2012).  Many researchers use narrative and story 
interchangeably (Hopkinson, 2003; C. Phoenix, Smith, & Sparkes, 2010), whilst 
others seek to distinguish them as separate concepts, but in different ways.  For 
example, Boje (2001) argues that stories are accounts of events but which are 
subsequently given coherence through plot by narrative, while Gabriel (2004, p. 2) 
suggests that stories are a particular type of narrative and that “what makes stories 
different from other narratives is plot”.  While some scholars argue that stories (or 
narratives) are distinguished by a minimal plot in which events take place which are 
causally connected and effect change (Bruner, 1991; Czarniawska, 2004a; Dailey & 
Browning, 2014; Polkinghorne, 1987) others argue that stories should be understood 
as reflections on past experiences which may not incorporate a complete plot (Boje, 
1995; Goosseff, 2010; Hawkins & Saleem, 2012).
The position adopted by this research is that it is not meaningful to distinguish 
between narrative and story (not least because the terms are used interchangeably in 
common English).  Generally the research will refer to narrative in the context of 
discussing academic research where the term is more commonly used, and story to 
refer to the acts of narration that (non-academic) people commonly think of 
themselves as doing.  The research does define narrative/story as being characterised
by a recognisable plot in which events take place over time which are causally 
connected and effect change, and which invite interpretation and meaning-making of
those events (Bruner, 1991; Czarniawska, 2004a; Dailey & Browning, 2014; 
Polkinghorne, 1987).  However, following Boje (1991, 1995, 2001) and Hawkins 
and Saleem (2012) the research also recognises that a narrative/story may be discrete
or may contribute towards a wider narrative, characterised here as a meta-narrative, 
which may not ever be explicitly told, but which may be read as an assemblage of 
related narratives/stories (Beech & Sims, 2007).  Finally, narratives are distinguished
from discourses.  Narratives may serve a similar disciplinary function as discourses 
which construct social realities and frame possible meanings and interpretations
(Brown, et al., 2009; Currie & Brown, 2003) through “defining characters, 
sequencing plots and scripting actions” (Boje, 1995, p. 1000); but discourses do not 
necessarily have a recognisable plot in merely describing a social reality (Parker, 
1992).  Narratives may therefore be understood as having the potential to act as a 
particular form of discourse.
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A narrative conceptualisation of identity proposes that identity is storytelling
(McAdams, Josselson, & Lieblich, 2006).  Humans appear to be pre-disposed 
towards storytelling as a means of making sense of the world (Brown, 2001, 2006; 
Watson, 2009) to the extent that they have been described as a “storytelling animal”
(MacIntyre, 1981, p. 201) or as “Homo narrans” (Fisher, 1984, p. 6).  Individuals 
use narrative forms to understand and make sense of their own selves (Czarniawska, 
2004a) by constructing life-stories or self-narratives which provide an account of an 
individual’s life in terms of coherence and purpose (Watson, 2009), connections with
others (Riessman, 2008), the relationships between self-relevant events across a life
(Gergen, 2001) and across past, present and future (Mallett & Wapshott, 2012; 
McAdams, 1985, 2008; Ricoeur, 1992; Sims, 2005b; Watson, 1997).  
A narrative conceptualisation of identity can be directly linked to the models of 
identity and identity work already presented.  McAdams and colleagues (2006, p.3) 
argue that consciousness is “an inner narration of experience” and go on to 
conceptualise the ‘I’ and ‘me’ of identity (Mead, 1934) as storytelling, in which the 
‘I’ is the self-as-storyteller and ‘me’ is the self-as-the-tale: the ‘I’ tells a story of the 
self which becomes part of the ‘me’.  Alvesson and Willmott’s (2002) model of 
identity work (section 2.3) draws on Giddens’ (1991, p. 53) definition of self-identity
as “the self as reflexively understood by the person in terms of his/her biography” 
(my italics).  Narrative selves are not essentialist: like any story they require the 
imposition of “counterfeit coherence” (Boje, 2001, p. 2) through the selection, 
rejection, arranging and sequencing of events: that is, the processes of identity work 
in making sense of the self in a particular social context; and individuals may tell 
multiple stories about themselves (Reedy, 2009) to reflect different selves in 
different contexts (Sims, 2005b).  Narrative self-identity offers a particular way of 
understanding the “mutually constitutive” (Watson, 2009, p. 129) dynamic between 
self-identity and identity regulation.  Narrative accounts of the self change and adapt 
and are re-written in the context of social practices, but also build up recurrent 
themes over time (Watson, 1997) which demonstrate how the current self has grown 
out of past selves (Alvesson, et al., 2008) and has retained consistency over time in 
ways that are recognisable to others as well as the self (Ricoeur, 1992).  Studies into 
identity through self-narratives have identified a range of strategies through which 
individuals construct coherent life stories: for example by making connections 
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between past experience and current self (Pals, 2006), identifying foreshadowing of 
later events in earlier ones (Watson, 2009), placing a life story within the social 
history of a wider group such as the gay community (Cohler & Hammack, 2006) or 
by utilising narrative genres such as an upward trend in which the individual 
continues to improve their situation in every way (Gergen, 2001).
Building on this, a narrative conceptualisation of identity also offers a particular 
perspective on the processes of socialisation of the individual self, by framing it as 
being able to tell stories in an appropriate genre and which are recognisable to a 
particular audience (Czarniawska, 2004a; Murakami, Murray, Sims, & Chedzey, 
2009; C. Phoenix, et al., 2010; Riessman, 2008; Sims, 2008).  Such socialisation 
takes place at a number of levels.  At the most basic level, individuals learn to be 
able to construct narratives, that is, to select and organise events, which follow a 
recognisable story form: for example, a ‘beginning’, a ‘low-point’, a ‘climax’, an 
‘ending’ (Gergen, 2001).  At another fundamental level, individuals learn to 
construct themselves as coherent and non-contradictory (Davies & Harre, 2001).  At 
the social interaction level individuals learn how to collaborate with others to 
construct narratives.  Plummer (1995) argues that stories are the joint actions of three
different groups: Producers who tell the stories, Coaxers or Coaches who facilitate or
elicit the production of the story – including the researcher – and Consumers who 
hear the stories.  Social interactions are collaborative processes and individuals who 
narrate stories of themselves do so being mindful of the social context, their reasons 
for telling the story and particularly the feedback they receive from their audience, 
that is, whether the audience accepts and affirms their narrative, and indeed their 
right to tell that particular story (Boje, 1991; Pasupathi, 2006).  This may include 
learning the locally prescribed forms of a particular community such as a self-help 
group: the “stages we all go through” (Gubrium & Holstein, 2001, p. 329).  Finally 
individuals must learn the cultural resources with which narratives may be 
constructed, such as relevant descriptions and accounts of working life (Murakami, 
et al., 2009), cultural stereotypes (Davies & Harre, 2001) and dominant genres such 
as the tragic narrative, the romantic comedy or the heroic saga (Gergen, 2001).  
Indeed, Gergen’s own research suggests that people are able to start with an expected
narrative genre and then fit their own life experiences into it (Gergen, 2001).  A 
narrative understanding of identity does not assume a wholly agential storyteller: by 
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presenting and accounting for themselves through stories and self-narratives 
individuals are also being ‘storied’ through their efforts to present themselves in 
socially recognisable and acceptable ways (Sims, 2005b).
In framing the social and discursive context as a narrative one, a number of 
researchers also draw attention to the plurivocal nature of such contexts (Belova, 
2010; Boje, 1995; Brown, 2006; Cunliffe, et al., 2004).  Narrative is language, and a 
Bakhtinian approach to language adds to our understanding of narrative identity in 
several ways.  First, a Bakhtinian approach sees language as dialogue and as a 
concrete, lived reality (Maybin, 2001) in contrast to a Saussurean abstract system of 
signs.  Individuals are not seen as creating utterances or meanings in isolation: any 
utterance is a “two-sided act” (Vološinov, 1929/1973/1994, p. 56) and a link in an 
ongoing chain of communication (Wertsch, 2001) which is both a response to 
previous utterances and an anticipation of future responses; and the meaning of the 
utterance is dependent upon the reciprocal social interaction between speaker 
(including the writer or the thinker) and the audience (which in thought can include 
the self).  Second, language and meaning is “rented” (Holquist, 1981): the meanings 
of words are not abstract but the dynamic accumulations of multiple, often contested 
social uses (Maybin, 2001) and speakers must take words from “other people’s 
mouths...and make it their own” (Bakhtin, 1935/1981/1994, p. 77).  This prior usage 
inevitably affects the ways in which the speaker is able to use it themselves, because 
each utterance carries an ideological history which frames particular ways of 
thinking and behaving (Billig, 2001).  Thirdly, however, language is conceived as an
ongoing struggle between ideological and centripetal forces which seek to impose a 
unified and centralising meaning, and the centrifugal “heteroglossia” of multiple 
social groups putting language to their own use and constructing their own meanings
(Bakhtin, 1935/1981/1994).  In the narrative act of language itself, social structures 
are accepted, reinforced, challenged and undermined: a narrative understanding of 
identity not only draws attention to the multiplicity of possible narratives but the 
voices uttering those narratives, and the ways in which individuals respond and 
relate to those multiple voices in constructing narratives (Belova, 2010) through the 
selective assimilation of the words of others (Bakhtin, 1935/1981/1994).  The 
processes of self-identity, identity regulation and identity work (Alvesson & 
Willmott, 2002) take place within the language that we adopt, adapt and put to use.
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A narrative conceptualisation of identity therefore offers a way to explore the 
processes of constructing social reality.  Narratives may reveal both the selves and 
social worlds that individuals construct, maintain, repair and reject.  They may reveal
the interpretative repertoires which individuals draw on in their social constructions
(Silverman, 2006; Wertsch, 2013) and the discourses which are explicitly or 
implicitly drawn on (Dick, 2004) and may give insight into how and why people 
select from different available discourses (Belova, 2010; Hollway, 2001).  Rather 
than trying to assess the ‘truth’ of a social world, narratives are an opportunity 
investigate what realities are constructed by a narrative (Wooffitt, 2008), to enter and
to explore that constructed reality (Silverman, 2006), to understand how and on what
occasions narratives are constructed and what functions they fulfil (Alvesson & 
Skoldberg, 2009).  The next section sets out how such processes of identity work 
may be further analysed and interpreted through a mythical conceptualisation of 
narrative and narrative identity.
2.5 Framing identity (3): A mythical approach to narrative
This section further develops the concept of narrative self-identity by drawing on the
Levi-Straussian concept of mythical thought.  From his studies of South American 
tribes Levi-Strauss argues that myths are surface-level stories which are derived 
from “deep structures” (Levi-Strauss, 1963, 1983).  These deep structures are based 
on oppositions – such as the fresh and the decayed, the moistened and the burned, 
and beyond that, different world orders such as the cosmic and the earthly – and 
myths describe mediating or intervening positions between these oppositions: either 
in their relation to other myths or in their content, such as cooking to mediate 
between the raw and the burnt (Levi-Strauss, 1983).  The significance of mythic 
thought is that it is “a phenomenon of the imagination, resulting from the attempt at 
interpretation” (Levi-Strauss, 1983, p. 5): it is metaphoric and figurative, seeking to 
intuitively and temporarily integrate different realms “in spite of the fact that 
reflective thought struggles to separate them” (Levi-Strauss, 1983, p. 339).  
Metaphor is not an addition or decoration but the very essence of myth: it is the 
selection of properties of the world which can express such oppositional relations
(Levi-Strauss, 1983).  Metaphors are the complex blending of multiple domains, 
exploiting connections between spaces to achieve new meanings (Fauconnier & 
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Turner, 2008), but also creating the space for  different possibilities of meaning
(Glucksberg, 2008; Sperber & Wilson, 2008).  
Narrative is the means by which such deep abstract oppositions are mediated, and the
narrator’s position in relation to these oppositions is established: paradigmatic 
meaning establishes spatial positioning while syntagmatic meaning establishes an 
order and direction through time (Gregg, 2006).  In other words, the apparently 
simple and superficial stories that we tell about ourselves and others are both 
founded on, and establish a mediating path between a selected and limited number of
oppositions, through which we construct both a social world and our position within 
it.  As Whittle and Mueller (2011) observe, the plot and characters within a story 
only gain meaning when a particular landscape is built up.  A mythical reading of 
narratives therefore allows us to investigate and interpret identity work by attending 
to both the effects of self-identity and identity regulation, and the ways in which 
each informs and constructs the other: who I am defines my landscape and my 
landscape defines who I am (Brown, Colville, & Pye, 2014; Weick, 1995).  
Narratives and stories reveal the ways in which individuals recognise, respond to, 
negotiate, replicate and construct social discursive practices – the construction of a 
social landscape which frames the narrative plot – and also the ways in which 
individuals position themselves in relation to such practices: the construction of a 
narrative self-identity in which the individual establishes coherence and meaning 
over time.
2.6 A narrative conceptualisation of identity
Drawing on the three presented concepts of identity work, narrative self-identity and 
mythical thought, a narrative conceptualisation of identity is proposed (figure 1).  Its 
foundation is Alvesson and Willmott’s (2002) model of identity as three phases of 
the ongoing interaction between the self and social context, self-identity, identity 
regulation and identity work, which are all interrelated and interdependent.  
However, although Alvesson and Willmott understand identity to be “continuity 
(across time and space)” (Giddens, 1991, p. 53) and which is sustained through 
biography and multiple narratives of self, their model does not fully reflect the 
temporal element of identity which a narrative and mythical conceptualisation 
expresses. 
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 Narrative Self-Identity 
Identity Regulation – multiple discursive practices 
Identity Work 
Figure 1 – A narrative conceptualisation of identity (author’s own model)
In this model, self-identity – the individual’s reflexive understanding at any moment 
– is described more specifically as narrative self-identity and is expressed as an 
arrow in order to reflect the ways in which narrative provides an account of the 
individual’s life in terms of unity and purpose and which links the individual’s past 
and future (Mallett & Wapshott, 2012; McAdams, 1985; Ricoeur, 1992; Sims, 
2005b; Watson, 2009).  Although the individual may have a particular self-concept 
in any particular time and context, a function of narrative self-concept is to provide 
meaning of the present in terms of the past and propose prospective future actions
(Sims, 2008).  Identity work is similarly presented as a dotted arrow enveloping 
narrative self-identity, to express the ongoing work of constructing, revising, 
repairing and maintaining narrative self-identity in the context of identity regulation. 
Again, a narrative understanding of identity work acknowledges that identity work 
may involve past understandings of narrative self-identity as well as the present and 
the future, in order to maintain a coherent sense of self over time.  Finally, identity 
regulation is presented as multiple circles which express the multiplicity of 
discursive practices impinging on narrative self-identity over time and space.  
Drawing on Levi-Straussian (1963, 1983) mythical thought, identity work is 
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conceptualised as the ways in which an individual responds to (and is constrained 
by) multiple discursive practices of identity regulation by both selectively 
constructing a social landscape based on oppositions, and establishing a mediating 
path through that landscape, through continually “forming, repairing, maintaining, 
strengthening or revising” narrative self-identity (Alvesson & Willmott, 2002, p. 
262).  
Having set out a conceptualisation of identity in some detail, the final sections of this
chapter introduce the discursive context of the organisation and some of the 
particular ways in which organisations may regulate identity.
2.7 Identity in an organisational context
Organisations are particular arenas in which the interaction between the individual 
and their social context takes place (Alvesson, et al., 2008; Sveningsson & Alvesson,
2003).  Organisations are vehicles of classification (Jenkins, 2008) which confer 
identities and meanings (Collinson, 2003) through labelling (Jenkins, 2008) and the 
production and reproduction of status and perceptual, cultural and ideological 
materials (Karreman & Alvesson, 2001).  Organisations are discursively constructed
(Phillips, et al., 2004) and may be usefully described as discursive spaces for 
individuals to occupy (Brown, 2006; Brown, Humphreys, & Gurney, 2005; Clarke, 
et al., 2009) and within which to individually and collectively mobilise language in 
the construction of meaning (Kornberger & Brown, 2006) by drawing on particular 
interpretative repertoires (Ellis & Ybema, 2010; Potter & Wetherell, 1987).  
2.7.1 Organisation, discourse and power
Organisations are also sites of power relations and effects.  Power is not something 
which is owned or a given but is the multiplicity of effects which make certain forms
possible and others impossible (Eveline, 2005; Fleming & Spicer, 2003).  
Organisations are constructed through power effects in that they are assemblages of 
conventions, past practices and understandings which have become taken-for-
granted facts (Phillips, et al., 2004) such that they constitute something distinct, 
recognisable and reproducing.  They represent the achievement of legitimacy in 
which dominant discourse formations not only attain hegemonic status, but are seen 
as common sense or ‘the truth’ (Clegg, Courpasson, & Phillips, 2006; Motion & 
Leitch, 2009).  Such dominant discourses frame the context in which other realities 
37
such as identities can be constructed, by defining acceptable identities and excluding 
alternative positions (McKenna, 2010; Watson, 2008), by controlling the premises 
for decision making (Tompkins & Cheney, 1985) and through disciplinary practices 
such as induction, training, socialisation and measurement (Brown & Lewis, 2011; 
Collinson, 2003; Kornberger & Brown, 2006).  Such disciplinary mechanisms can 
also be taken up by members themselves: by regulating their conduct and 
reproducing dominant discourses they are able to provide public and private 
accounts of themselves as members (Brown & Lewis, 2011; C. Casey, 1995; Du 
Gay, 1996a; Ford, 2010; Foucault, 1988; Kornberger & Brown, 2006; Shaw, 2010; 
Thornborrow & Brown, 2009).
The research has already set out an ontological position that individuals have degrees
of agency in the social context of identity regulation, and many authors point out the 
limitations of discourse and structure in ever achieving total control over members, 
even in extreme contexts such as prisons (Brown & Toyoki, 2013).  Discourses do 
not exist in isolation: there may be many and conflicting dominant discourses
(Alexiadou, 2001; Leonard, 2003; Sveningsson & Alvesson, 2003) which give 
individuals possibilities for creative selection; and even where largely hegemonic 
discourses exist, individuals may have the space and freedom to construct their own 
meanings and subaltern discourses (Iedema, Degeling, Braithwaite, & White, 2004; 
Kornberger & Brown, 2006) in making their own responses to the particular 
situations and contexts they find themselves in (Denissen, 2010; Halford & Leonard,
2006).  Nevertheless it remains the case that some organisational actors have greater 
access to meaning systems and resources than others (Musson & Duberley, 2007).  
Those with control of institutions and resources can employ “strategies” to promote a
discourse while those without can only engage in “tactics” at the temporal and 
spatial margins of that control (Corbett-Etchevers & Mounoud, 2011; De Certeau, 
1984; Du Gay, 1996a).  Furthermore, acts of opposition or resistance to discourses 
carry an inherent ambiguity in that they also confirm the existence, or reify, what is 
being contested (Brown & Lewis, 2011; Clegg, Kornberger, & Pitsis, 2011; 
Collinson, 2005; Du Gay, 1996a; Jaros, 2009; R. Thomas & Davies, 2005) and may 
actually create the necessary breathing space for individuals to conform to 
organisational norms (Fleming & Spicer, 2003).  
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There has been increasing interest and empirical research into the role of narratives 
and stories as a means through which organisational members make sense of and 
enact the organisation (Brown, et al., 2009; Hawkins & Saleem, 2012; Hitchin & 
Maksymiu, 2012; Rhodes & Brown, 2005).  Stories are both a means of explaining 
the past, including the reasons for events, actions and outcomes (Boje, 1991; Shaw, 
2010), allocation of praise and blame (Whittle, Mueller, & Mangan, 2009), and for 
determining future actions by providing a recognised plot to follow (Boje, 1991; 
Parry & Hansen, 2007; Sims, 2008).  Organisational actors tell stories in order to 
make sense of their organisational roles and careers (Korica & Molloy, 2010; Mallett
& Wapshott, 2012), their organisational work (Brown, Stacey, & Nandhakumar, 
2008), transitions to new roles (Down & Reveley, 2009; Ibarra & Barbulescu, 2010; 
Tomlinson & Colgan, 2014), as responses to organisational discourse (Corbett-
Etchevers & Mounoud, 2011; Currie & Brown, 2003; McKenna, 2010) including 
authoring alternative stories (Gleeson & Knights, 2008; Humphreys & Brown, 2002)
and to make sense of the organisation to others (Sims, 2003).  Stories can also be 
used to act upon others (Davies & Harre, 1990; Garcia & Hardy, 2007): by 
incorporating others in their stories, organisational actors position others in different 
roles – such as villains – (Sims, 2005a; Whittle, et al., 2009) or ventriloquise other 
actors (Clifton, 2014) to support their own self-construction (Mueller & Whittle, 
2013; Whittle & Mueller, 2011).  Stories may be polished performance pieces that 
are well recognised and mobilised by organisational elites (Whittle, et al., 2009) but 
they may equally be constructed through fragments of everyday conversations before
or outside any agreed or imposed account  (Boje, 1991, 2001; Whittle, et al., 2009).  
Analysis of organisational stories is proving a powerful means of revealing multiple, 
competing and contested discourses and the sense-making and identity work that 
organisational actors undertake (Brown, et al., 2014): not only in seeking to author 
their own stories but in response to those of others (Cunliffe & Coupland, 2012).  
2.8 Organisational identity regulation
Organisations provide a range of regulatory influences on individual identity 
including the structural environment and the expectations of organisational members.
This section explores the nature of identity regulation within the organisation in 
greater detail, and the ways in which organisational structures and discourses 
position members (Davies & Harre, 1990).
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2.8.1 Organisational structures
An organisation is embodied by the way it is structured, its internal rules and 
external context (Pye, 2005).  These structures limit what can be done or imagined in
that social context and provide pre-existing sensemaking tools that contribute 
towards which meaningful cues may be extracted and what meaning may be created
(Thurlow & Helms Mills, 2009).  This may be through the ways in which people and
functions are organised, such as divisions of labour and hierarchies (Alvesson & 
Willmott, 2002; Doos, Johansson, & Wilhelmson, 2015), job design (Grant, Berg, & 
Cable, 2014; Luhrmann & Eberl, 2007), job titles (Alvesson & Willmott, 2002), 
HRM practices (Delmestri, 2006), distribution of power (Luhrmann & Eberl, 2007) 
and the function of meetings (Karreman & Alvesson, 2001); through the ways in 
which members are assessed and rewarded (Alvesson & Willmott, 2002; Clegg, et 
al., 2011; Collinson, 2003); and through the ways in which members and outputs are 
measured, including internal methods such as targets, appraisals, business plans and 
electronic surveillance, and external methods such as audits, league tables and 
customer feedback (Clegg, et al., 2011; Collinson, 2003).  These structures represent 
material realities which promote and reinforce (or undermine) identities and 
discourses (Alvesson & Willmott, 2002; Musson & Duberley, 2007) and which may 
provide both powers and capacities to organisational members, and duties and 
obligations which others may use to support their claims (McGivern, Currie, Ferlie, 
Fitzgerald, & Waring, 2015; McInnes & Corlett, 2012).
A key unit of any social structure, including organisational structure, is that of role
(Reitzes & Mutran, 1994).  Roles provide meaning for and expectations of the 
individual’s participation in a particular social network (Stryker & Burke, 2000) by 
suggesting a “bundle of obligatory activity” (Goffman, 1961, p. 86), but roles are 
also embedded in the continuous dynamic between the self and the social.  As 
relational constructs the meaning of one role is embedded in that of another such as 
those of supervisor and subordinate (Luhrmann & Eberl, 2007; Sluss & Ashforth, 
2007): all social roles remain somewhat provisional and the successful performance 
of a role is dependent on it being credible to another (Goffman, 1959, 1961; 
Schlenker, 2003) in a particular context.  Similarly, the degree to which roles are 
incorporated into the individual’s self-concept will vary.  Goffman emphasises the 
performative aspect of roles and how individuals may successfully perform a role 
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without attachment to it (Goffman, 1961).  Roles may become internalised as 
identities (Stryker & Burke, 2000) or they may be a means for individuals to 
improvise and play with the multiplicity of roles and role expectations they inhabit in
the construction of relational meaning (Simpson & Carroll, 2008).
2.8.2 Organisational identity claims
A modern organisational paradigm has been that organisations need a strong, 
unifying culture in order to be successful (Clegg, et al., 2011; Du Gay, 1996b; 
Fleming & Spicer, 2003; Haslam, 2004).  Peters and Waterman’s (1982) best-seller 
has been especially influential, arguing that successful companies have created a 
climate of dedication to the central values of the company, and that they do this by 
aligning the individual’s search for personal meaning with the goals and objectives 
of the company (Peters & Waterman, 1982).  Organisations and much organisational
theory have become increasingly concerned not only with creating an explicit and 
accessible organisational culture, but especially with organisational identification: 
how to encourage organisational members to incorporate their organisational 
membership into their own identity (Ashforth, et al., 2008; Dutton, Roberts, & 
Bednar, 2010; Kreiner & Ashforth, 2004; Riantoputra, 2009) and how organisations 
try to shape the identities of members to match organisational identity (C. Casey, 
1995; Du Gay, 1996a, 1996b).  In fact, although modern post-bureaucratic 
organisations emphasise freeing up or ‘unleashing’ organisational members, 
organisational attempts to influence member identity can simply be seen as a post-
bureaucratic form of organisational control, by engineering self-policing employees
(C. Casey, 1995; Clarke, et al., 2009; Collinson, 2003; Gabriel, 1999; McKenna, 
Garcia-Lorenzo, & Bridgman, 2010; Tompkins & Cheney, 1985).
There are a number of ways in which organisations seek to control members through 
identity claims.  Drawing on the extreme example of Amway Distributers, Pratt
(2000) suggests that there are two complementary strategies that organisations can 
adopt: sensebreaking and sensegiving.  Sensebreaking means creating a new need for
meaning among members (Pratt, 2000).  This may be through emphasising how the 
organisation, or membership of it represents a fresh start (Du Gay, 1996a), 
presenting organisational membership as an elite status which must be earned
(Thornborrow & Brown, 2009) or by equating organisational progress with 
becoming a better person (C. Casey, 1995; Du Gay, 1996a).  Sensegiving means 
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trying to influence members’ sensemaking towards the organisation’s definition of 
reality or “positive programming” (Pratt, 2000), for example by symbolic 
representation of the organisation as something positive and distinctive, or discursive
reference to ‘we’ and to what it means to be a prototypical member of the 
organisation (Ashforth, et al., 2008; Ashforth & Mael, 1989; Costas & Fleming, 
2009), or through recruiting and promoting people who demonstrate strong 
commitment to organisational values and practices (Carter, et al., 2014).  In 
particular, sensegiving is achieved through discourse.  Discourse does not merely 
exist as verbal constructs but “involves ‘making up’ new ways for people to be” (Du 
Gay, 1996b, p. 158): a discourse of ‘know your customer’, for example, also 
suggests specific ways to operationalize this and specific ways for employees to 
behave (Du Gay, 1996a; Ford, 2006) which may then become normalised as how 
employees should behave (Musson & Duberley, 2007).  Narratives may form 
particularly powerful ways for organisational leaders to establish and reify social and
hierarchical relations and ways of working (Brown, et al., 2005).
Casey (1995) is pessimistic as to the ability of members to resist organisational 
attempts to create “designer employees”, arguing that employees live under 
“disciplinary siege...in a defended privacy and a defended out-of-work life” (C. 
Casey, 1995, p. 82).  Certainly there are strong motivations for employees to collude 
with organisational discourse: to fit in to a significant social context (Clarke, et al., 
2009; Humphreys & Brown, 2002); because certain discourses may be attractive
(Alvesson & Sveningsson, 2003a; Ford, 2010; Sveningsson & Larsson, 2006); 
because the organisation itself is attractive (Whetten, 2007); or because organisations
are especially demanding (Ashforth, et al., 2008).  Nevertheless, organisational 
claims on member identity may not be successful.  Organisational discourses may be
confused or multiple and may not be equally meaningful for different organisational 
roles or levels (Down & Reveley, 2009; Leonard, 2003); they may be undermined by
alternative discourses or realities (Humphreys & Brown, 2002; McGurk, 2009); and 
attempts by organisations to create a single organisational identity may simply create
identity problems for members who are required to adopt additional and potentially 
conflicting role identities such as doctor-managers (McGivern, et al., 2015; Pratt & 
Corley, 2007).  
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2.8.3 Organisational members
As a member of an organisation, individuals are also subject to multiple expectations
from other organisational members, and subject to multiple positionings by others
(Davies & Harre, 1990). 
Line managers and senior managers
Line managers and senior managers are often the primary conveyers of official 
organisational discourse as discussed above.  However, the position of senior 
managers as hierarchical superiors with more formal power (Raes, Heijltjes, Glunk, 
& Roe, 2011) may also influence individual identity directly.  Senior managers may 
influence the scope and nature of subordinate activity and their workplace self-
concept though the nature and degrees of support and resources they make available 
and the extent to which they involve subordinates in decision-making (Henderson, 
Burmeister, Schoonbeck, Ossenberg, & Gneilding, 2014; Mantere, 2008).  They may
try construct subordinate roles or identities in ways which support their own identity,
for example as being resistant to innovation and change (Currie & Proctor, 2005; 
Raes, Glunk, Heijltjes, & Roe, 2007; Sveningsson & Alvesson, 2003) or as a 
reflection of their own identity and values (Creary, Caza, & Roberts, 2015; Doos, et 
al., 2015).  They may challenge subordinate identity by trying to impose their own 
authority, for example by micromanaging, publicly undermining, overruling 
decisions or challenging independent subordinate activities (Gleeson & Shain, 2003; 
Sims, 2003; Warhurst, 2011).  Finally, senior manager priorities may consciously or 
unconsciously frame the individual’s decision making (Hallier, 2004; A. G. Sheard 
& Kakabadse, 2007; Soltani & Wilkinson, 2010): they are the immediate 
representatives of the organisation to their subordinates and act as referents for 
subordinate sensemaking (Lee & Taylor, 2014; Pye, 2005).
Subordinates
Subordinates may influence an individual’s identity, particularly lower down the 
organisation where managers and subordinates tend to work more closely (Alimo-
Metcalfe & Alban-Metcalfe, 2005; Huy, 2002).  Research has found that 
subordinates want their managers to value them and to be concerned for their needs 
and feelings (Alimo-Metcalfe & Alban-Metcalfe, 2005; Laschinger, Purdy, Cho, & 
Almost, 2006); to shield them from the excesses of senior manager policies and 
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practices (R. Jones & Kriflik, 2006) and from injustice (Vigoda-Gadot, 2007); to be 
available to provide personal support and guidance in problem-solving (Huusko, 
2006); and to be trustworthy (Seijts & Roberts, 2011).  Individual identity may also 
be threatened by subordinates, for example when new technologies remove the need 
for direct supervision (Soltani & Wilkinson, 2010) or when subordinates bypass their
line managers (Warhurst, 2011).
Peers and Teams
When individuals work closely with and share a common role or interest with other 
organisational members they are likely to form social identities based on these sub-
organisational groupings (Austin, Regan, Gothard, & Carnochan, 2013; Croft, 
Currie, & Lockett, 2015; Ellemers & Rink, 2005; Haslam, 2004; Meyer, Becker, & 
Van Dick, 2006).  These may be based on organisational groupings such as teams or 
divisions, or on more cross-cutting commonalities such as shared role or profession, 
discussed further below.  Such social identities are supported by in-group favouring 
and out-group denigrating (Turner, 1975) which may affect how individuals see 
themselves in relation to other groups and to the organisation and lead to the defence
of perceived group interests (Ashforth, et al., 2008; Fiol, Pratt, & O'Connor, 2009).  
Group or team membership also has an effect of controlling or moderating individual
behaviour in order to conform to the group prototype and retain the approval of team
members (Hogg, 2001, 2003) and this may also be utilised by organisations to create 
self-monitoring teams, for example where individual performance is available to the 
whole team (Clegg, et al., 2011; Knights & McCabe, 2003).  
External stakeholders
External stakeholders refers to individuals and groups who are not directly members 
but who have an interest in an organisation and who may directly or indirectly 
influence the organisation and its members.  These may include customers, 
competitors, partners, local and central government, regulatory frameworks and 
public opinion (Collinson, 2003; Currie & Proctor, 2005; Ellis & Ybema, 2010; 
Hatch & Schultz, 2002; Motion & Leitch, 2009).  As well as exercising different 
degrees of influence the expectations of multiple stakeholders may be conflicting 
and impossible to reconcile (Currie & Proctor, 2005; Gabel, 2002) creating further 
potential dilemmas and choices for individual identity construction.
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2.8.4 Social constructs
There are a number of other constructs which may influence identity in an 
organisational context.  Profession or occupation may be a source of status, power 
and self-esteem through expert knowledge and associated value systems (Abbott, 
1988; Ashcraft, 2013; Bolton, 2005; R. Casey, 2008; Korica & Molloy, 2010; 
McGivern, et al., 2015; Pratt, Rockman, & Kaufman, 2006; Waring & Currie, 2009) 
which may need to be protected and contested (Ashcraft, 2013; Currie & Brown, 
2003; Korica & Molloy, 2010; Waring & Currie, 2009) and may dictate appropriate 
behaviour (Coupland, Brown, Daniels, & Humphreys, 2008).  Conversely, 
organisational members may also struggle with the lack of a recognised or traditional
profession, for example in new, knowledge-intensive roles in which competence is 
difficult to substantiate (Mallett & Wapshott, 2012), or when individuals have 
moved from technical to managerial roles (McConville & Holden, 1999; Warhurst, 
2011), particularly where they retain an emotional attachment to their previous role
(Austin, et al., 2013; Croft, et al., 2015).  More generally, work may be an important 
expression of personal values, integrity and social contribution (Foster, 2012).  
Organisational space and environment such as different physical spaces, territory, 
freedom of movement and boundary control can provide resources for constructing 
different identities (Ainsworth, Grant, & Iedema, 2009; Brown & Humphreys, 2006; 
Halford & Leonard, 2006; Thurlow & Helms Mills, 2009).  Finally, social constructs
such as gender (Denissen, 2010; Eveline, 2005; Ford, 2006, 2010; Watson, 2008), 
race (Slay & Smith, 2011), religion (Essers & Benschop, 2009) and sexuality
(Rumens, 2011) may set particular limits on the individual’s ability to author 
themselves outside of wider social discourses and expectations (Roberts, 2005; 
Ybema, et al., 2009).
2.9 Investigating identity and identity work
Having introduced the field of identity studies and set out the particular theoretical 
position of the research, and having reviewed the literature addressing identity within
an organisational context, this final section discusses some of the remaining 
knowledge gaps which this research is positioned to address.
This chapter has set out how identity is understood to be multiple, relational, 
discursively constructed and ongoing.  However, much research into identity has 
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tended to investigate one specific regulatory source such as new technologies and 
systems (Korica & Molloy, 2010; Soltani & Wilkinson, 2010), management learning
(Sturdy, et al., 2006; Warhurst, 2011) or surveillance (Brown & Lewis, 2011); or 
specific identity work processes such as impression management and performance
(Bolton, 2005; Down & Reveley, 2009; Iszatt-White, 2009; Leonard, 2003), 
disidentification  (Costas & Fleming, 2009; Elsbach & Bhattacharya, 2001) or 
fantasy (Sveningsson & Larsson, 2006) in a particular context.   Although such an 
approach enables a more detailed and granular understanding of each process, a 
number of authors have called for more studies which address the ways in which 
multiple processes of identity regulation and identity work occur and interrelate.  
Ashforth and colleagues (2008, p. 341) express this vividly when they argue that 
“these variables capture relatively static predicators and not process; that is, they 
provide pictures of the surface of an ocean wave, not the undercurrents that formed 
it”.  Particular effects are described and explained as different waves, but not the 
ocean itself.  To extend this metaphor, this research therefore seeks to offer not only 
“pictures of the surface”, or what manager identities look like, but to uncover the 
“undercurrents” of the processes that form them: “how, why, and with what 
implications identity work is engaged in by people in organisations” (Brown, 2015, 
p. 31).  In particular, the research uses narrative methods to explore the processes of 
identity work undertaken through narrative self-identity and the stories individuals 
tell about themselves and others (section 2.6).
More fundamentally, identities are intersectionally constructed (Essers & Benschop, 
2009) through the occupation of simultaneous social categories and simultaneous 
social identity regulations: identities are not simply accumulations of categories but 
dynamically co-constructed by and between different sources of identity regulation.  
Identity is more than any sum of its parts.  Sveningsson and Alvesson (2003) make a 
related point when they argue for the value of single, in-depth case studies which 
enable the study of an individual’s attempts to navigate between multiple discourses 
and a richer understanding of such processes through the detailed context of one 
individual; and this is echoed in Brown’s (2015) call for more research into the 
effects of the organisational context on identity work, and whether and how similar 
discursive resources are used in similar ways by organisational members.  More 
specifically, Brown and Toyoki (2013, p. 890) argue that much research into identity
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work either fails to explain how “a series of loosely specified processes” relate in 
particular contexts, or how “highly specific tactics” might be more widely 
generalised.  That is, knowledge of particular waves is produced, or of undercurrents,
but not how undercurrents form particular waves which are also part of them
(Ashforth, et al., 2008).  In this context there is still little research into how 
individual organisational members accommodate, select and resist multiple identity 
regulations and discourses: by commonly addressing specific processes of identity 
work or identity regulation there has been far less attention paid to the dynamic co-
construction of an individual identity.   In order to address this research gap, the 
research seeks to investigate the multiple processes of identity work undertaken 
within a particular organisational context which is fully discussed in the following 
chapter: the ‘medial manager’.  The medial manager is presented as both a particular 
case and exemplar of the multiple demands and discursive practices which 
individuals must negotiate in constructing, maintaining, repairing and re-forming 
identities in a workplace context; as a particular conceptualisation of the position of 
the manager in the workplace; and as an insightful way of framing manager 
workplace identities.
2.10 Summary
This chapter has introduced the field of identity studies and set out the position of the
research.  A narrative conceptualisation of identity has been developed in which 
identity is understood as an internal-external dialectic, in which individual self-
identity is affected by social attitudes through identity regulation, but also has 
agency to respond by “forming, repairing, maintaining, strengthening or revising”
(Alvesson & Willmott, 2002, p. 262) self-identity through identity work.  Narrative 
is understood as the primary means by which such identity work is accomplished, by
providing an account of the self over time – a narrative self-identity – and by telling 
stories which construct both a social landscape based on oppositions, and trace a 
distinctive path within that landscape through narrative plot. These processes of 
identity regulation and identity work have been explored in greater detail in the 
context of the organisational environment, and particularly the context of 
organisational power effects and discourses.  Individuals are subject to multiple 
identity claims and discourses within organisations, some of which may attain 
hegemonic status and which frame the context in which other realities, including 
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identities, can be constructed.  Such sources of identity regulation include 
organisational structure and discourses, the expectations of other organisational 
members and wider social constructs.  Nevertheless, the multiplicity of identity 
claims and discourses in itself affords individuals some space and freedom in which 
to construct, select, organise and resist discourses and identities.
Having set out the theoretical background to the field of identity studies, the position
adopted by the research within the field and the organisational context in which 
identities are constructed and negotiated, the next chapter introduces the concept of 
the ‘medial manager’ within the organisation.  
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Chapter 3 – The ‘medial manager’ and 
manager identity
3.1 Introduction
Following the elaboration of the research position on identity and identity processes 
in an organisational context, this chapter introduces the concept of the ‘medial 
manager’ as a particular case study of organisational identity and identity work.  The
chapter firstly sets out and justifies a definition of the medial manager as any 
organisational member who both directly manages others and is directly managed 
themselves, and goes on to provide an overview of the organisational context in 
which medial managers operate, including the effects of flattening organisations and 
devolved responsibilities.  The chapter further analyses the position of medial 
managers ‘in-between’, with responsibilities both to the strategic aims of the 
organisation and senior managers above them, and the interests and expectations of 
staff and operational practice below them.  
The chapter then builds on this analysis and integrates it with the approaches to 
identity presented in chapter 2 to develop an interpretative framework which 
conceptualises medial manager identity, based on dimensions of identification and 
agency.  Identification for the medial manager ‘in-between’ primarily relates to 
potentially competing identifications as members and representatives of the 
organisation, concerned with the interests of the business, and as members of their 
staff teams or service areas, concerned with the interests of team members and/or 
recipients of their service.  Agency for the medial manager reflects the competing 
expectations and demands of those potential identifications with the organisation, the
staff they manage and operational or professional practice, and the ways in which 
medial managers resist, accept, negotiate or re-work those expectations; and in 
particular, the ways in which the medial manager position in the organisation 
implicates them both as controllers and the controlled.  Based on this 
conceptualisation the chapter argues that the answer to the question “Who am I, as a 
manager”, is neither simple nor straightforward, and that managers are subject to 
multiple subject positions and claims on them, and may respond to such multiple 
claims in multiple ways.  Finally the chapter identifies how the interpretative 
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framework may be used to address particular gaps in research into identity and 
specifically manager workplace identity.
3.2 Identity and the ‘medial manager’
Management in an organisation is increasingly being conceptualised as an identity 
project (Andersson, 2010; Brown, 2006; Carroll & Levy, 2008; Clarke, et al., 2009; 
Harding, Lee, & Ford, 2014; Sturdy, et al., 2006; R. Thomas & Linstead, 2002; 
Warhurst, 2011; Watson, 1997, 2001).  Despite over a century of prescription and 
research, management is still not a clearly defined occupation, underpinned either by
an established body of knowledge and operating principles, or a clearly specified set 
of tasks (Lloyd & Payne, 2014; Ogbonna & Wilkinson, 2003; R. Thomas & 
Linstead, 2002; Watson, 2001).  For example, a meta-analysis of competencies for 
senior managers (Vilkinas, Cartan, & Piron, 1994) identifies 55 separate 
competencies with little overlap between different researchers.  Watson argues that 
management is actually a social and moral practice, requiring managers to both 
interpret and be responsive to the wants of others, and to be able to shape meanings, 
values and human commitments (Watson, 2000, 2001), that is “the ongoing 
achievements of human interaction” (Watson, 2001, p. 223).  In other words, the 
business of managing is the business of identity, or the interaction of the self with the
social world; and this is borne out by a number of studies in which managers reflect 
on their experience and practice.  Managers talk about their own practice in terms of 
developing their social selves, such as learning to motivate people, deal with hidden 
agendas and reconcile conflicts of interests; and they often draw on prior learning 
from other life experience and personal background (Warhurst, 2011; Watson, 
2001).  They experience tensions between their own expectations and desires as 
managers and those of their organisational colleagues (Andersson, 2010) including 
expectations of senior managers and staff (Harding, et al., 2014) and threats to their 
position as managers from senior manager and staff actions (Warhurst, 2011).  Their 
role and status as managers is contextual and fragile, requiring constant maintenance 
and reforming as organisational contexts and discourses change (R. Thomas & 
Linstead, 2002).
Organisations have traditionally been predicated on hierarchy, and literature on 
managers is usually careful to define which layer of managers is the subject of 
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attention (see for example a meta-analysis of over a thousand articles on leadership 
by DeChurch and colleagues (2010) in which 76% specified the organisational level 
of managers studied).  That organisational level will affect the nature of the manager 
role, for example in terms of time horizons, boundary span and degree of direct 
interaction (Zaccaro & Klimoski, 2001) is not disputed.  Nevertheless, it may be 
argued that specifying managerial levels is becoming problematic.  The last four 
decades have seen organisations increasingly becoming flatter by thinning out layers 
of management (Currie & Proctor, 2005; Hassard, McCann, & Morris, 2009; Holden
& Roberts, 2004; Huy, 2002; McConville & Holden, 1999) resulting in the 
expansion of traditional management functions to the supervisory role (Hales, 2005; 
Holden & Roberts, 2004; Huusko, 2006), the blurring of distinctions between 
managers and supervisors (Down & Reveley, 2009; Hales, 2005; Musson & 
Duberley, 2007) and new structures such as networks, partnerships or modular forms
co-existing with, or even replacing traditional hierarchies (Ainsworth, et al., 2009; 
Balogun & Johnson, 2004; Ellis & Ybema, 2010; Pedersen & Hartley, 2008) – 
although it is questionable to what extent traditional top-down hierarchies have 
actually been replaced, rather than simply dressed in a discourse of devolvement
(Hales, 2002; Hassard, et al., 2009).  Accordingly, some authors draw attention to 
the importance of not treating all managers at a particular level, in their different 
organisational contexts, as a homogenous group (Currie & Proctor, 2005; Kilroy & 
Dundon, 2015; Musson & Duberley, 2007; R. Thomas & Linstead, 2002).  
With this in mind, the research deploys a new and particular conceptualisation of 
management: the ‘medial manager’.  A medial manager is defined as any member of 
an organisation who both directly manages others and is directly managed 
themselves.  This conceptualisation therefore captures supervisors or first-line 
managers at the lowest level, and senior managers who report to an executive 
management team or board at the highest level, but might exclude, for example, 
certain project managers.  The term, which derives from the Latin medius or middle, 
conceptualises the position of the manager ‘in-between’ whilst enabling attention to 
be focused on the nature of the pressures and subjectivities that the manager is 
positioned in-between, rather than the organisational position itself.  In particular it 
avoids confusion with the commonly recognised organisational position and function
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of the ‘middle manager’: effectively those who are commonly classified as middle 
managers form a sub-set of medial managers.
A description of management by Currie and Proctor (2005) precisely characterises 
the essential position of the medial manager: “...the purpose of this role is 
translating the intentions of others – executive management – into action” (Currie & 
Proctor, 2005, p. 1350, my italics).  Currie and Proctor (2005) propose this as a 
definition of middle managers; but it is notable that the concept and function of 
‘translating’ is also used to describe first-line management roles (e.g. Ericsson & 
Augustinsson, 2015; Hales, 2005).  This definition captures the semi-autonomous 
nature of medial managers.  Although they are constrained by both executive 
intentions and the context in which they work, they do not necessarily simply push 
instructions downwards, but must interpret, convert and apply executive strategy, 
which is likely to be at the macro level (Seijts & Roberts, 2011) into something 
which can be realised operationally by others below them.  The medial manager may
be understood as being ‘in-between’ the demands and expectations of the 
organisation and its aims above them, and those of staff and operations that they 
manage below them.  And while hierarchical position may lead to degrees of 
difference in the nature and scope of this act of translating, the position adopted by 
the research is that it remains a fundamental feature of any manager ‘in-between’, 
and that differences in hierarchical level are not more significant that commonalities 
of the position of both managing and being managed.  The definition of a medial 
manager accords with Watson’s definition of management as social practice, in 
being able to interpret and respond to the wants of others and to shape meanings, 
values and human commitments (Watson, 2000, 2001); and it further clarifies the 
nature of management as the business of identity, and of both acting on and being 
acted upon by others (Harding, et al., 2014).  The following sections explore in more
detail the particular social and discursive practices to which medial managers are 
subject in the organisational context: as subjects of organisational change, and then, 
primarily, as subjects of competing organisational interests.
3.3 The medial manager – subject of organisational change
Medial managers have been particular foci and subjects of organisational change.  
Although the thinning out of management layers has been driven by a number of 
52
factors such as increasing global competition (Holden & Roberts, 2004) it has also 
been somewhat predicated on seeing classical middle managers in particular (who 
are a sub-set of medial managers) as organisational obstacles, either as additional 
layers who simply pass down instructions to others (Currie & Proctor, 2005), as 
resistors of change (Huy, 2002) or as simply being unnecessary (Hassard, et al., 
2009).  Such changes have been as prevalent in the UK public sector as the private
(Hassard, et al., 2009).  The impact on remaining medial managers across all 
organisational levels has been significant in several ways.  They have commonly 
seen an increase in workload and responsibilities, for example taking on human 
resource management (HRM) functions (Cohler & Hammack, 2006; Holden & 
Roberts, 2004; Huusko, 2006; Laschinger, et al., 2006; McConville & Holden, 1999)
and with their responsibilities becoming increasingly diverse and fragmented
(Hassard, et al., 2009; Sveningsson & Alvesson, 2003).  This increase in 
responsibilities, coupled with advances in technology and systems management, has 
also led to the increasing subordination of technical roles to a more general 
managerial role, with medial managers being less responsible for technical expertise 
and close control of work and more responsible for managing workflow and 
supporting people (Carter, et al., 2014; Huusko, 2006; McConville & Holden, 1999; 
Soltani & Wilkinson, 2010).  Alongside this, the public sector has seen a trend of 
developing senior professionals into managerial roles (Bolton, 2005; Gleeson & 
Shain, 2003; Holden & Roberts, 2004), further blurring the distinctions between 
technical and managerial roles.  
These changes also have implications for the workplace identities of medial 
managers.  McConville and Holden (1999) argue that reduced management layers 
and increased HRM responsibilities have made managers more visible to both their 
superiors and subordinates and potentially more vulnerable to conflicts of interest.  A
manager in a US engineering firm reported by Hassard and colleagues expresses it in
industry terms: “Organisational layers are basically insulation in an organisation and 
that insulation muffles the messages very often...we must try to remove as much of 
that insulation as possible.  But that exposes the wires, right?  Onto the elements, 
right?” (Hassard, et al., 2009, p. 113).  McConville and Holden (1999) also suggest 
that technical expertise often provides a source of personal power and status as the 
expert in the field, whereas managerial work is riskier and more reliant on 
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persuasion.  Professionals who have taken on managerial duties may struggle to 
integrate potentially competing demands and discourses (Austin, et al., 2013; 
Gleeson & Knights, 2008; Iedema, et al., 2004; Pratt & Corley, 2007; R. Thomas & 
Davies, 2005).  Finally, the more fluid nature of new organisational structures and 
new technologies may require identity work for medial managers.  Managers may be
less able to rely on classical hierarchies and need to re-negotiate and recreate their 
basis for authority (Ainsworth, et al., 2009; Balogun & Johnson, 2004; Ellis & 
Ybema, 2010; Pedersen & Hartley, 2008); and they may be vulnerable to their 
superiors and subordinates dealing directly with each other (A. G. Sheard & 
Kakabadse, 2007; Warhurst, 2011) or to systems that undermine their authority over 
a team’s performance such as Total Quality Management (Soltani & Wilkinson, 
2010) or lean management (Carter, et al., 2014).
3.4 The medial manager – at the centre of organisational tensions
This section further examines the nature of the ‘in-betweenness’ of medial managers.
Ainsworth and colleagues (2009) note that much of the literature on middle 
managers (who are defined here as a sub-set of medial managers) construe being ‘in 
the middle’ as negative or problematic, for example being ‘stuck’ between more 
powerful or intractable forces, or as a ‘muddle’ or place of ambiguity.  Whilst it is 
right to challenge assumptions of manager powerlessness, the concept of medial 
managers being ‘in-between’ is an important starting point.  Medial managers are not
typically autonomous but subject to a range of influences and demands from above, 
around and below, from inside and from outside the organisation (Gabel, 2002) and 
their success depends on maintaining relationships with all their stakeholders.  Yet 
there is commonly a ‘dissensus’ of stakeholder expectations and interests leading to 
potential role conflict and ambiguity for the manager (Currie & Proctor, 2005); and 
managers themselves appear to recognise this situation.  In a study of a part-time 
MBA cohort Warhurst (2011) finds that when invited to describe the nature of their 
managerial work, the majority of respondents from a range of managerial levels 
focused on managing vertical and horizontal relationships within the organisation 
and with external stakeholders, and drew on incidents of reconciling conflicts of 
interest to characterise their management practice.  Similarly other studies find 
managers recognising the need for political work in their daily interactions with 
organisational members and to adopt different behaviours in order to reconcile 
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different interests (G. Sheard, Kakabadse, & Kakabadse, 2011) and moving between 
contradictory subject positions in which they accept and resist managerialist 
discourses (Harding, et al., 2014).
There is a growing body of literature focusing on the (classical) middle manager 
position within the organisational hierarchy, between superiors above them and staff 
below them, and it is argued that its findings in relation to their position in-between 
are applicable to all medial managers.  (Indeed, many of the smaller body of studies 
of first-level managers also draw attention to their position ‘in-between’ staff and 
superiors (e.g. Carter, et al., 2014; Ericsson & Augustinsson, 2015; Hales, 2005; 
Lloyd & Payne, 2014).)  Partly in response to modern criticisms of middle managers,
some authors describe these managers as key strategic actors within organisations 
who are essential for keeping the top and bottom of the organisation aligned and 
ensuring that organisational strategy is actually carried out (Currie & Proctor, 2005; 
Stewart, Barsoux, Kieser, Ganter, & Walgenbach, 1994).  Different levels in 
organisational hierarchy mean different perceptions and perspectives (Brown & 
Humphreys, 2006; Corley, 2004; Seijts & Roberts, 2011; Shamir, Zakay, Breinin, & 
Popper, 1998) and medial managers may be seen as having a crucial role in 
facilitating communication between senior management and employees (Corley, 
2004; Herzig & Jimmieson, 2006), translating macro-strategy into micro-operation
(Currie & Proctor, 2005; Herzig & Jimmieson, 2006; Huy, 2002), mediating 
conflicting discourses (Alexiadou, 2001) and managing the effects of change, 
including the emotional impact, on staff (Huy, 2002).  As Sims (2003) puts it, medial
managers are required to tell stories of senior strategy that junior staff can believe in 
and stories of operational practice that senior managers can trust.
Nevertheless, although managers themselves may also view their bridging and 
facilitative roles positively (Corley, 2004; Herzig & Jimmieson, 2006), their position
between more senior managers and staff remains potentially problematic.  A 
fundamental paradox of modern organisations is that employees are both human 
beings whose attachment and co-operation must be sought, and also resources which 
are subordinate to business needs and therefore expendable (Watson, 2008) and it is 
arguable whether such tensions can ever be fully resolved, but are at best deferred or 
disguised.  In practice their position ‘in-between’ presents a number of challenges 
for the workplace identities of medial managers.  They may find that they are 
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required to embody contradictory discourses and roles: those of the pragmatic 
manager and leader able to take tough decisions for the sake of the bigger picture, 
and of the caring, supportive supervisor and colleague (Clarke, et al., 2009; Watson, 
1997).  They may be required not only to enact organisational decisions which may 
be unpopular, but be expected to secure staff agreement and commitment (Holden & 
Roberts, 2004; Lee & Taylor, 2014; Lloyd & Payne, 2014) and publically support 
decisions they do not agree with (Ogbonna & Wilkinson, 2003; Sims, 2003), whilst 
maintaining the personal loyalty and goodwill of staff (McConville & Holden, 1999)
and personal credibility with staff, including professional values (Austin, et al., 
2013; Ericsson & Augustinsson, 2015).  Arguably discourses of enterprise, 
combined with increasingly tight organisational controls, have exacerbated the 
medial manager position, reinscribing their role as being responsible for winning the 
hearts and minds of staff, and personalising responsibility for outcomes (Du Gay, 
1996a) while reducing manager autonomy to take personal decisions or use 
discretion (Carter, et al., 2014; Hales, 2005; Lloyd & Payne, 2014; Ogbonna & 
Wilkinson, 2003).  
A linked problem is the degree of control and power available to medial managers.  
Medial managers may not be part of decision-making processes or may have little 
power to influence them, but still be expected to carry out such decisions and be held
responsible for their successful delivery (Ainsworth, et al., 2009; Ericsson & 
Augustinsson, 2015; McConville, 2006; McConville & Holden, 1999); and their lack
of involvement may also mean that they have insufficient resources to properly 
implement decisions (McConville & Holden, 1999).  Issues of power and control 
also directly affect the manager’s relationships with their staff.  The Pelz Effect
(Pelz, 1952) finds that staff are more likely to listen to and trust their manager if they
perceive the manager to have power, meaning that organisations which do not 
involve more junior managers in decision making, or who remove decision-making 
functions from them risk undermining their relationship with their staff (Soltani & 
Wilkinson, 2010).  Managers seeking to maintain the trust and respect of their staff 
therefore have some incentive either to publically support and defend an 
organisational decision, rather than risk appearing to have been bypassed, or, where 
a decision is unpopular, to construct an oppositional position alongside their staff. 
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The position of medial managers between their staff and senior managers also makes
them potentially vulnerable within the organisation.  In the context of flatter 
organisations it is difficult for medial managers to avoid animosity from either senior
managers or staff (McConville & Holden, 1999).  In effect medial managers are the 
face of their staff to more senior management and of more senior management to 
their staff and therefore embody the potential source of frustration to each (Gleeson 
& Shain, 2003).  McConville (2006) argues that a mediating role can diminish the 
manager position because it reveals their lack of autonomy and power base: they risk
being seen merely as interpreters between two parties without a language or policy 
of their own.  McConville goes further in suggesting that medial managers fulfil the 
function of deferring organisational tensions, by acting as a buffer or shock absorber
(McConville, 2006).  This is similar to the role of the “toxic handler” (Frost & 
Robinson, 1999) who provides emotional support to other staff to enable them to 
cope with organisational dysfunction.  Frost and Robinson draw attention to the 
emotional cost to the toxic handlers themselves; and the medial manager who 
potentially bears the brunt of both senior manager and staff demands and frustrations
also risks cost to themselves without strategies to manage themselves and others.
All this is not to construct medial managers as passive or malleable subjects of 
organisational tensions, helplessly blown in the direction of the strongest prevailing 
wind, but to set out the nature of the particular organisational context in which they 
operate and the particular challenges which medial managers must manage as part of
their daily and ordinary work.  The final sections of this chapter start to theorise the 
position of the medial manager in terms of identity, and to develop an interpretive 
framework through which to explore the varying responses and tactics adopted by 
medial managers in their organisational roles.   
3.5 Theorising the dimensions of medial manager positioning
The medial manager is conceptualised as being hierarchically and functionally 
positioned ‘in-between’ the organisation and the employees and teams that they 
manage, and may be required to negotiate or ‘buffer’ tensions between competing 
interests and expectations.  This position is now further explored and developed 
within the context of the researcher’s understanding of identity as set out in chapter 
2.  At its simplest identity is understood as the means by which individuals and 
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collectives understand and organise their place in the world: Who am I/we, and how 
should I/we act? (section 2.2).  Such an understanding is further framed by Alvesson 
and Wllmott’s (2002) model of identity as the dynamic interaction between self-
identity and identity regulation, or the tension and struggle between the individual’s 
sense of self and social expectations of them at any given moment and context, 
through identity work (section 2.3).  This section further explores the nature of such 
identity work within the particular organisational context and position of the medial 
manager: the nature of discursive social practices and claims as to who and what a 
medial manager should ‘be’, and the scope afforded to the medial manager by their 
organisational position to act in different ways.  First, the position of the medial 
manager ‘in-between’ is examined in terms of identification and the possible, and 
potentially competing, identifications with both the organisation and with the staff 
and services that they manage.  Second, the nature and extent of agency is further 
examined in the particular context of the hierarchically-determined organisational 
position of the medial manager.
3.5.1 Identification
Identification with social groups is an important aspect of identity and meeting the 
human need for similarity and social validation as well as uniqueness and difference
(Brewer, 2003; Kreiner, et al., 2006b).  The following section draws on the insights 
developed by social identity theory without accepting the claims of social identity 
theory proponents that it provides a fully comprehensive explanation of identity: 
social and group identification is recognised as being important to constructing self-
identity in the context of social practices (Brown & Toyoki, 2013), but it is not 
understood to be the “main show” (Alvesson, et al., 2008, p. 6).  Social identity 
theory focuses on the sources of identity and less on the complex processes by which
individuals adopt and resist such identifications (Belova, 2010; Brown, 2001) and 
which is the particular concern of this research.  Nevertheless, social identity theory 
is useful in describing the particular context in which medial managers work and for 
highlighting some of the tensions inherent in their organisational position as 
expressed in terms of identification.
Individuals, including medial managers, may have multiple social identities within 
organisations, including identification with the organisation itself, functional 
divisions, work teams, professions and unions (Ashforth, et al., 2008; Ashforth, 
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Rogers, & Corley, 2011; Haslam, 2004; Meyer, et al., 2006).  Reviewing research 
into the effects of multiple identities, Ellemers and Rink (2005) find that individuals 
tend to identify more strongly with sub-units such as work teams rather than larger 
divisions or the organisation itself because these groups are more immediate and 
exclusive and offer a more salient and distinctive identity, although they also note 
the possible effects of context and individual self-expression.  Ashforth and 
colleagues (2011) note that even where there is a strong collective organisational 
identity there are also multiple factors that may act against isomorphism such as the 
desire for distinctiveness, competing institutional logics or personal views about the 
organisation and its role and purpose.  Rousseau (1998) suggests that social identity 
can be a weaker “situated”, or superficial identity, dependent on cues such as 
entering the workplace, or a stronger, more enduring  “deep structure” identity in 
which the individual incorporates values and characteristics of the group.  
Individuals may form deep structure identifications because, amongst other reasons, 
they perceive the group as being compatible with and as sharing their interests and 
values (Haslam, 2004; Meyer, et al., 2006; Riketta & Nienaber, 2007; Rousseau, 
1998).
These two factors of group identity, proximity and perceived shared interest, are 
particularly relevant to the social identities that impinge on medial managers.  Marks
and Thompson (2010) argue that studies of employment relations and indeed human 
behaviour itself cannot be done without a conception of interests, and that 
perceptions of collective or shared interests may be a key element in identification 
with particular groups.  Much research on employee perceptions has focused on the 
extent to which employees perceive their interests to be different to those of 
management, or the expression of ‘us and them’ (Coupland, Blyton, & Bacon, 2005);
and several studies suggest that such perceptions not only exist, but persist despite 
deliberate attempts by management to undercut them and promote a shared or 
unitary perspective by promoting organisational ideology (Shamir, et al., 1998), re-
designing workspace (Baldry & Hallier, 2007) or job design (Coupland, et al., 2005).
Baldry and Hallier (2007) argue that such attempts to remove perceptions of ‘us and 
them’ are fatally undermined by those very existing perceptions.  As a hierarchically 
superior group, managers are perceived to have different interests to employees, and 
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so management actions may be perceived as being for the benefit of managers and 
not employees, even when they claim otherwise.  
Social identity theory makes further sense of this dynamic between actual interests, 
proximity and perceived interests.  Individuals establish and maintain the positive 
distinctiveness of the in-group through comparison with other groups and the 
denigration of those other groups (Hogg, 2001, 2003; Turner, 1975).  Proximity 
makes it easier to sustain such positive distinctiveness, while distance makes it easier
to denigrate the out-group.  In other words, despite attempts by organisations to 
create a shared organisational identity, it is easier (though by no means inevitable) 
for individuals to construct social identities based on smaller, proximal groups; and 
moreover, given that social identities are sustained by comparisons with out-groups, 
construction of those with perceived and actual different interests as out-groups is a 
viable strategy (although out-groups may also include other teams or divisions in 
different contexts).  Indeed, social identity theory implies that ‘us and them’ is 
natural and inevitable.  Group membership encourages members to believe the worst
of the out-group (Kramer, Brewer, & Hanna, 1996) and to use any power available 
to act in the interests of the in-group and against the out-group (Sachdev & Bourhis, 
2006).  Group membership therefore tends to reinforce perceptions of differing 
interests between the in-group and the out-group. 
In summary it is argued that there is an inherent tension of competing interests 
between the organisation and its employees, and that such tensions are likely to be 
reinforced by social identity processes.  This leads to a particular tension for medial 
managers.  Medial managers are subject to organisational claims and subject 
positions: through discourses of leadership (Alvesson & Sveningsson, 2003a, 2003b;
Ford, 2006; Shaw, 2010; Sveningsson & Larsson, 2006) and enterprise and personal 
responsibility (Du Gay, 1996b; Hassard, et al., 2009; McKenna, et al., 2010; 
Pedersen & Hartley, 2008) which seek to construct them as active and 
transformational change agents on behalf of the organisation; and through the 
expectation that they will operationalise and deliver organisational decisions and 
strategy.  Medial managers therefore have a number of incentives to construct social 
identities as part of the organisation, for example because of the attractiveness of 
such discourses; because it supports their status within the organisation; or because it
is preferable to appear part of a decision than impotent to change it.  However, 
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medial managers also have incentives to construct social identities as part of the 
teams and services they manage.  They may spend significantly more time with their 
teams than with their own superiors and therefore be more aware of the interests of 
their team members (Alimo-Metcalfe & Alban-Metcalfe, 2005; Ericsson & 
Augustinsson, 2015; Huy, 2002; Lee & Taylor, 2014; Lloyd & Payne, 2014).  
Research into expectations of immediate line managers suggests that employees may
consider the line manager to be separate to more senior managers and more willing 
to protect their interests (Alimo-Metcalfe & Alban-Metcalfe, 2005; R. Jones & 
Kriflik, 2006; Laschinger, et al., 2006; Vigoda-Gadot, 2007).  Medial managers need
to maintain personal relationships with their teams in order to effectively deliver 
organisational objectives and to secure meaningful engagement (Holden & Roberts, 
2004; McConville & Holden, 1999).  Managers who have been promoted from 
technical or professional roles may also retain an awareness of and concern with 
professional values and operational or customer needs (Alexiadou, 2001; Bolton, 
2005; Brown & Lewis, 2011; R. Casey, 2008; Warhurst, 2011) and to retain former 
relationships with staff (Austin, et al., 2013; Croft, et al., 2015).  Finally, managers 
are themselves also employees whose own interests may conflict with the interests of
the organisation: they are “simultaneously contributing to the control of the 
enterprise while also being subjected to it” (Hassard, et al., 2009: 46).  
3.5.2 Agency
As set out in chapter 2, within the field of identity a key question is the extent to 
which individuals have agency in being able to choose, construct and maintain 
identities, and the extent to which identities are subject to the effects of discursive 
and institutional practices.  Chapter 2 established the research position as recognising
both the potential disciplinary power of discursive regimes and the individual’s 
capacity for degrees of agency and to resist such discursive regimes to differing 
extents.  In particular, the chapter drew on two key factors to support such a position.
First, the framing of identity as narrative identity work recognises the role of 
(narrative) self-identity in providing the individual with identities which they are 
able to invest in emotionally and which may be sustained over time, as well as being 
adaptive to different contexts (sections 2.3 and 2.4).  Second, the chapter examined 
the organisation as a particular example of a discursive regime (section 2.7), and 
concluded that such regimes are unable to ever achieve total control over their 
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members.  Individuals may be able to find spaces and freedom to construct their own
meanings and subaltern discourses even within a largely hegemonic regime such as a
prison (Brown & Toyoki, 2013).  More commonly, discourses do not exist in 
isolation and there may be many and conflicting dominant discourses which give 
individuals possibilities for creative selection, or even to use one dominant discourse
to resist another.
The organisational position of the medial manager ‘in-between’ the organisation and 
the staff and services they manage provides a particular example of such conflicting 
discourses: that is, conflicting discourses and expectations are embedded in the 
medial manager position itself.  Section 3.2 proposed that a definition of the medial 
manager role is “translating the intentions of others – executive management – into 
action” (Currie & Proctor, 2005, p. 1350).  However, such a definition also exposes 
the contradictory subject positions that medial managers are expected to occupy, 
often simultaneously.  Two words are especially problematic: first, what is expected 
of the medial manager through the act of “translating”; and second, how is the 
medial manager to understand and interpret the “intentions” of others?
To ‘translate’ has many meanings in English but which may summarised as two 
primary meanings.  The first is to express, convert or interpret the meaning of 
something into another medium, and which therefore implies some degree of 
engagement and ownership of that translated meaning on the part of the translator.  
As representatives of the organisation medial managers may be expected to 
demonstrate such engagement and ownership (section 3.4).  As targets of discourses 
of leadership (Alvesson & Sveningsson, 2003a, 2003b; Ford, 2006; Shaw, 2010; 
Sveningsson & Larsson, 2006) and enterprise and personal responsibility (Du Gay, 
1996b; Hassard, et al., 2009; McKenna, et al., 2010; Pedersen & Hartley, 2008) they 
are increasingly expected to act in order to engage their staff with organisational 
aims and values, to be innovative, and to take personal responsibility for the success 
of their areas of operational responsibility.  However, the second meaning of 
‘translate’ is to move something from one position or place to another, and which 
implies that the object being moved is translated intact and otherwise unchanged.  
Medial managers are also expected to demonstrate loyalty, implementing senior or 
executive management decisions including those which they may not have been 
involved with (Ainsworth, et al., 2009; Ericsson & Augustinsson, 2015; McConville,
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2006; McConville & Holden, 1999) in ways that remain faithful and consistent with 
executive instructions.  In other words their organisational position implies that they 
both act independently and act as they have been instructed: they are both controllers
and controlled (Harding, et al., 2014; Hassard, et al., 2009).  
The notion of the ‘intentions of others’ is equally problematic and reveals conflicting
expectations of the medial manager.  Managers need to be able to understand and be 
able to interpret executive intentions in order to comply with and to fulfil them.  
Implicit within discourses of leadership and enterprise is the expectation that medial 
managers may be able and willing to constructively contribute to the development 
and implementation of executive strategy (Currie & Proctor, 2005; Floyd & 
Wooldridge, 1992; Herzig & Jimmieson, 2006; Huy, 2002; Laschinger, et al., 2006). 
Floyd and Wooldridge (1992) (writing specifically about middle managers) suggest 
two distinct ways in which medial managers may contribute, both of which are 
predicated on the medial manager’s operational knowledge and expertise: 
‘synthesising information’ by interpreting and sharing information gained from 
operational practice in order to inform executive decision making; and ‘championing
alternatives’ in which the medial manager proposes alternative strategies derived 
from operational experience and realities.  Medial managers are therefore expected 
to understand, interpret and engage with executive intentions in order to be able to 
effectively contribute to their development.  This may also align with other 
expectations on medial managers.  As managers of staff they may be subject to staff 
expectations that they act to make senior managers aware of operational issues, to 
put forward suggestions on behalf of staff (Hallier, 2004), to represent and defend 
their interests against management decisions and to have personal concern for them
(Alimo-Metcalfe & Alban-Metcalfe, 2005; Huy, 2002; R. Jones & Kriflik, 2006; 
Vigoda-Gadot, 2007).  Medial managers who have been promoted from professional 
or technical roles may also be subject to discourses of professional values and 
practices, and the needs of clients, customers and other affected stakeholders
(Austin, et al., 2013; Bolton, 2005; Brown & Lewis, 2011; Warhurst, 2011).  
Nevertheless, seeking to contribute towards executive intentions may be a risky 
activity.  Raising too many concerns about operational implementation, or proposing
changes that are too divergent with existing executive strategy may mean the 
manager being perceived as insufficiently successful or committed, or even disloyal
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(Hallier, 2004; R. Thomas & Davies, 2005) and much research finds managers 
practising what Gleeson and Shain (2003) call “strategic compliance” in which 
explicit or perceived resistance is minimised or kept covert (e.g. Alexiadou, 2001; 
Collinson, 2006; Jaros, 2009; Musson & Duberley, 2007).  Medial managers are 
invited to engage with, interpret and contribute towards organisational intentions, but
in prescribed ways: they are limited in the ways in which they may speak and act
(Harding, et al., 2014).
3.5.3 Summary: dimensions of medial manager identity
This section has sought to conceptualise the particular nature of identity and identity 
work in the context of the medial manager and their organisational position ‘in-
between’ those to whom they report and those whom they themselves manage.  It 
has set out two dimensions framing medial manager identity which are directly 
implicated in the medial manager’s position ‘in-between’.  First, the meaning and 
role of a medial manager is not straightforward or obvious, but subject to multiple 
demands and expectations from multiple constituents, including executive and senior
managers, staff, peers, customers and external stakeholders including professions.  
Social identity theory in particular highlights the multiple possible identifications 
available to a medial manager as a direct result of their organisational position ‘in-
between’ and the multiple ways in which to ‘be’ and to act as a medial manager.  
Second, such multiple and possible identifications, and the contradictions inherent in
the medial manager position, to be both an independent agent and loyal subject, and 
to draw on their operational experience to contribute towards executive intentions 
but only in prescribed ways, afford the medial manager some scope for agency in 
managing, sustaining or selecting between multiple and conflicting discourses and 
subject positions.  Management as an identity project (Andersson, 2010; Warhurst, 
2011; Watson, 2001) may therefore be understood not simply as growing in maturity
into an organisational role, but as making personal sense of a complex and 
contingent role which is subject to multiple and competing demands, expectations 
and discourses.
3.6 Investigating medial manager identity and identity work
Having presented a conceptualisation of management as the ‘medial manager’, the 
organisational member who both directly manages others and is directly managed 
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themselves, and an analysis of the medial manager position in terms of 
organisational tensions and multiple and competing identifications, this final section 
outlines some of the key gaps in knowledge of manager identity, which this research 
seeks to address.
Section 2.9 argued that a significant gap in identity research is the paucity of studies 
which investigate the ways in which individual identity is dynamically co-
constructed from the discursive resources available.  Research has tended instead to 
address specific processes of identity work or identity regulation, producing pictures 
of the ocean surface rather than the undercurrents, and focusing on the formation of 
individual waves rather than the ocean itself (Ashforth, et al., 2008; Brown, 2015; 
Brown & Toyoki, 2013; Sveningsson & Alvesson, 2003).  This research seeks to 
address this gap in part by investigating identity and identity work in a particular 
organisational context: that of the medial manager who both directly manages others 
and is directly managed themselves.  The discussion and analysis of the medial 
manager as an example of a specific organisational actor has revealed particular 
challenges for our understanding of identity; and the framing of the medial manager 
through an identity perspective has similarly revealed gaps in our knowledge of 
managers within an organisation.
First, the medial manager represents a particular example of dualities and potential 
conflicts between multiple identifications or subject positions.  Nevertheless there 
has been relatively little attention paid to the dualities inherent in the medial manager
function and the ways in which these impinge on medial manager workplace 
identities.  Although the tensions between organisational and staff interests are 
relatively well documented there have been very few studies on how managers, or 
other organisational actors, actual manage those tensions and potentially competing 
identifications (Clarke, et al., 2009; Koerner, 2014).  Clarke and colleagues 
themselves provide one such example, investigating how managers accommodated 
and switched between competing discourses and demands from senior managers and 
staff in a large-scale redundancy situation, while studies by Alexiadou (2001) and 
Gleeson and Shain (2003) examine the competing discourses of marketisation from 
senior managers and pedagogy from staff in the education sector, finding managers 
adopting varying but relatively consistent degrees of commitment to and compliance 
with the new marketing discourse of senior managers in their relations with staff.  
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However, the chapter has suggested that such tensions and competing identifications 
are actually inherent in the medial manager role itself, and part of the daily work and
experience of medial managers, rather than being the result of particular or extreme 
situations.  In the related area of leadership there is acknowledgement that 
organisational members may be both leaders and followers within the organisational 
hierarchy and in different contexts (Collinson, 2006; Hassard, et al., 2009; 
Hollander, 1974; Horsfall, 2001; Kelley, 1988; Shamir, et al., 1998; Watson, 1997), 
yet research into the processes of leader and follower identity, including research 
generating theoretical models, typically focuses on the leader-follower relationship 
as a discrete unit, unrelated to a wider organisational context (Croft, et al., 2015).  
Medial managers are responsible towards multiple constituencies simultaneously
(Lloyd & Payne, 2014; Sims, 2003), and there is much more to learn about how they 
negotiate and manage such multiple responsibilities in their daily work. In particular,
in seeking to understand processes of identity work in the context of the manager’s 
position ‘in-between’, the research aims to investigate both the ways in which 
managers personally understand their organisational roles in such a context (research
objective 3) and the ways in which managers respond to multiple subject positions 
and the interplay between personal understandings and the discursive context in 
which they work (research objective 5).
Second, the position of the medial manager draws attention to the potential conflicts 
between organisational identifications or subject positions, but a number of authors 
argue that how managers and other organisational actors manage such conflicts 
remains an important but under-researched area (Croft, et al., 2015; Horton, Bayerl, 
& Jacobs, 2014; Koerner, 2014).  A small number of studies have investigated 
ambiguous and ‘in-between’ organisational positions which Ellis and Ybema 
characterise as “institutional liminality” (2010, p. 281) and identify ways in which 
organisational members defer identity closure by flexing between different 
discourses (Ellis & Ybema, 2010; Iedema, et al., 2004) or by bracketing 
contradictory statements and discourses (Clarke, et al., 2009; El-Sawad, et al., 2004).
However, other studies suggest that managers may seek to resolve competing 
identifications by constructing an identity from different discursive resources which 
have personal meaning, such as constructing a manager identity using the language 
of nursing (Croft, et al., 2015) or management in the service of nursing staff and 
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their work (Ericsson & Augustinsson, 2015).  More research is therefore needed into 
the ways and extent to which individuals are able to sustain the demands of multiple 
positions or paradoxes (Smith & Lewis, 2011), the effects of different contexts on 
the individual medial manager (Brown, 2015), and the effects of the individual’s 
own self-identity in constructing an organisational position which is personally 
meaningful.  This links to research objective 4 which aims to understand the extent 
to which managers recognise their organisational role as being ‘in-between’ and 
subject to multiple discursive claims.
Section 1.3 set out the aim of this thesis as seeking to uncover the processes of 
identity work undertaken by managers in a UK Housing Association, and 
specifically to understand processes of identity work in the context of the manager’s 
position ‘in-between’ those whom they manage and the organisation to which they 
are responsible.  The section also set out five research objectives.  The first, to 
review the broad and complex terrain of identity studies and to establish the 
particular theoretical position adopted by the research has been addressed in chapter 
2.  The second, to fully theorise and conceptualise the position of the manager ‘in-
between’ has been addressed in this chapter.  In addressing these two objectives the 
two chapters have also clarified the particular knowledge gaps in the fields of 
identity and manager studies which the research aims to contribute to, and how this 
will be achieved through the final three research objectives.  In particular, this 
chapter has established the central purpose of the conceptualisation of medial 
manager identity for the thesis.  By conceptualising medial manager identity and the 
particular dimensions framing identity and identity work, which are directly 
implicated in the medial manager’s position ‘in-between’, it proposes a way of 
characterising “pictures of the surface” (Ashforth, et al., 2008) of what medial 
manager identities might look like in terms of behaviours and attitudes in response to
their organisational position.  The subsequent data collection and analysis is 
therefore focused in two concurrent ways: investigating the extent to which the 
conceptualisation of the medial manager is a coherent and pragmatic (Kvale & 
Brinkmann, 2009) (see section 4.3.3) reflection of medial manager experience; and 
using the conceptualisation and proposed dimensions framing medial manager 
identity as a means of framing and investigating the processes of identity work by 
which medial managers form, repair, maintain, strengthen or revise workplace 
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identities: “how, why, and with what implications” (Brown, 2015, p. 31) managers 
respond in different ways to competing and multiple organisational identifications 
and subject positions, and uncovering the undercurrents of processes which form the 
surface pictures (Ashforth, et al., 2008).    
3.7 Summary
This chapter has introduced the ‘medial manager’ as a particular way of 
conceptualising the position of a majority of managers across the organisational 
hierarchy: as one who directly manages others and is directly managed themselves.  
The chapter has set out and analysed the organisational context in which 
contemporary medial managers operate, including increasing devolved 
responsibilities within flatter organisations, and has highlighted some of the tensions 
inherent in the position ‘in-between’ organisational and staff demands and 
expectations.  This position and the accompanying tensions form the basis for a 
conceptualisation of medial manager identity based on dimensions of identification 
and agency.  This conceptualisation is proposed as a heuristic and interpretative tool 
with which to frame the subsequent investigation into the identities and identity work
of medial managers. In particular, it offers a way of framing the research as it seeks 
to address under-developed areas in the field of identity studies: the different ways in
which individuals navigate and respond to multiple subject positions; and the ways 
in which individuals, and specifically managers, navigate and respond to competing 
subject positions within an organisational context.  
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Chapter 4 – Methodology (1): philosophy, 
strategy and design
4.1 Introduction
The previous chapters set out the theoretical and conceptual basis for an 
investigation into manager identity, by establishing a narrative conceptualisation of 
identity, a conceptualisation of the ‘medial manager’ and a conceptualisation of 
medial manager identity which integrates the organisational position of the medial 
manager with the research understanding of identity.  The following two chapters 
consider the methodology through which an investigation into the identity and 
identity work of medial managers is achieved.  This chapter firstly sets out the 
underpinning philosophical framework for the research and the implications for 
generalisability and forms of validity.  It then provides an overview and justification 
of the research strategy and methods adopted, as a case study design with empirical 
data collected primarily through face-to-face interviews and supported through 
observations and documentary analysis.  The particular choice of case study 
organisation is also introduced and justified.  Finally the chapter discusses the 
limitations of the chosen methodology.  The chapter therefore establishes why the 
research was conducted in particular ways.  The subsequent chapter provides a 
detailed description of the design and implementation of the research instruments, 
procedure for data analysis and consideration of ethical issues.
4.2 Philosophical framework
This research explores identity and the ways in which we understand, make sense of 
and distinguish ourselves and others.  In other words, issues of ontology and 
epistemology are at the heart of the research topic itself: what is the nature of 
concepts such as mind and self, social interaction and society; what can we know 
about such concepts, given that we become both the subject and object of research; 
and how can we best try to investigate and understand them?  Moreover, working 
within a recognisable research paradigm is essential for establishing a certain 
number of shared assumptions and to provide a conceptual framework in which to 
structure decisions and interpretations (Becker, 2000; Cooper, 2008).  Yet because 
they make the world simple enough to handle (Gleick, 1987), research paradigms are
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also inevitably flawed and vulnerable to attack (Becker, 2000).  As researchers we 
can therefore only acknowledge that we have a perspective which is unlikely to be 
the only possible one (Cooper, 2008) and rather than trying to appear value-free, “to 
give the reader a good look at the researcher” (Stake, 1995, p. 95).  
This research proceeds from a nominalist ontological perspective, in which reality is 
not presumed to have an objective pre-existence, but is socially constructed though 
the names, labels and meanings that we attach to certain objects, acts and 
experiences (Easterby-Smith, Thorpe, & Jackson, 2008).   Epistemologically the 
research proceeds from a social constructivist position (Berger & Luckmann, 1966; 
Easterby-Smith, et al., 2008).  Research is seen as a means of understanding the 
ways in which people make sense of their worlds, rather than seeking to explain an 
objective world: it’s aim “is not necessarily to map and conquer the world but to 
sophisticate the beholding of it” (Stake, 1995, p. 43).  A social constructivist 
approach also acknowledges the researcher as an integral part of the research 
process.  Knowledge is socially produced through the interactions between the 
researcher and the researched (Kvale & Brinkmann, 2009) and the researcher is seen 
as a constructor of social reality through their interpretation of the data (Alvesson & 
Skoldberg, 2009).  Rather than attempting to exclude the effects of the researcher, 
therefore, a social constructivist epistemology requires a reflexive attitude on the part
of the researcher (Alvesson & Skoldberg, 2009; Bentz & Shapiro, 1998; Bold, 2012; 
van Manen, 1997).  Such a position is therefore consistent with understanding 
identity as being the processes of taking the attitudes of others towards the self in a 
social environment (Mead, 1934), and as being multiple, relational, discursively 
constructed and provisional (section 2.1.1). 
Sanger (1996) poses a crucial ontological question: What does observable data 
mean?  From a social constructivist perspective what we can observe are the 
interactions between social beings, or the processes of actively creating reality.  It is 
essential to maintain the distinction between the processes through which reality is 
constructed and the reality of the phenomenon which the researcher is investigating.  
Methods of collecting research data, such as interviews or observations are in 
themselves merely another form of social interaction involving the researcher.  Van 
Manen (1997) draws the distinction between experiential accounts of everyday life 
and the experience of everyday life itself.  Forms of data may tell us how people 
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make sense of their worlds at a particular time and in a particular context, which is 
different to the experience ‘in the moment’ (Kelly, 2008; R. Thomas & Linstead, 
2002); individuals construct a reality in each telling (Riessman, 2008; Silverman, 
2006).  Forms of data can therefore only be taken for what they are – a context-
specific social construction through a particular social interaction – and not as 
standing for anything else (Czarniawska, 2004a; Riessman, 2008).  Nevertheless, 
such a view should not be regarded as unduly pessimistic or limiting.  As a 
researcher, engaging in social interaction with the research subject, the researcher is 
also engaging with and taking part in those processes of constructing reality
(Blumer, 1969; Corbin & Strauss, 2008).  Van Manen (1997) suggests that 
conversation during an interview may be conceived as a triad.  The two speakers (the
researcher and the interviewee) are engaged in a conversational relationship with 
each other, and both are also involved in a conversational relationship with the 
phenomenon being investigated.  The researcher and the interviewee thus share in a 
process of interpretation, sensemaking and social construction around the 
phenomenon.  In the related pragmatist tradition, knowledge is provisional but can 
be accumulated and built on as ‘what we know for now’ (Corbin & Strauss, 2008) 
based on the social interactions and purposive ‘conversations’ with those who have 
experience of the phenomenon.   
4.3 Purpose and parameters: theory, generalisability and validity
Having established an ontological and epistemological position, the research must 
also set out its purpose: What is research for and what can research do?  As Ridder 
and colleagues put it, the researcher must establish which conversations they are 
entering (Ridder, Hoon, & McCandless Baluch, 2014).  These questions are explored
by addressing three key issues: the nature and relationship between empirical data 
and theory; the extent to which it is possible to generalise findings from research; 
and how the knowledge claims of research can be verified and validated.
4.3.1 Research, data and theory
The relationship between empirical data and theory is commonly presented as a 
binary choice between positivist and quantitative deduction, where theory (or 
hypothesis) is tested with data, and interpretivist and qualitative induction, in which 
new theory is derived from data and which forms the basis of grounded theory
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(Corbin & Strauss, 2008; Glaser & Strauss, 1967).  This research deliberately rejects 
such a binary distinction and adopts a reflexive abductive approach in which 
theoretical pre-conceptions and empirical data are engaged in a continual process of 
iteration, and in which the integral role of the researcher is fully recognised
(Alvesson & Skoldberg, 2009; Cunliffe & Coupland, 2012).  
Such a position is justified for three reasons.  First, it is consistent with the social 
constructivist position already established.  Grounded theory makes a claim for a 
purely inductive approach in which theory is derived from data without prior 
assumptions (Glaser & Strauss, 1967), and although Corbin and Strauss have 
subsequently diverged from Glaser and acknowledged both the researcher’s role in 
interpreting the data and the prior understanding that they inevitably bring to the 
research process (Corbin & Strauss, 2008) they still emphasise the importance of 
minimising the use of pre-conceived theoretical frameworks, and the primacy of the 
data over what the researcher brings to the analysis.  However, from a social 
constructivist perspective it is not possible to talk of data or facts which speak for 
themselves (Czarniawska, 2004a; Riessman, 2008).  Forms of data which we can 
collect are the products of social interactions involving the researcher in which 
subjects make sense of their worlds in a particular time and context (Kelly, 2008; 
Silverman, 2006): they are jointly produced social constructions in which the 
researcher is fully implicated.  Moreover, the researcher constructs a particular social
reality when they write their research: from literature review to the recording and 
presenting of data to the final paper, report or dissertation she chooses between 
competing versions of the world and refracts the words of others through her own 
interpretation and presentation of them (Czarniawska, 2004a; Riessman, 2008): we 
do not ‘write up a culture’ but ‘write culture’ (Clifford & Marcus, 1986; Watson, 
1995), and the presentation of an interpretation requires deploying rhetorical 
persuasion in order to justify that interpretation (Corbett-Etchevers & Mounoud, 
2011; Watson, 1995).  A social constructivist perspective also sees such forms of 
data as being rooted in a particular context.  Whereas grounded theory methodology 
breaks up individual narratives in order to construct a broader narrative, this 
research’s social constructivist approach considers the individual processes of 
constructing a sense-making narrative in a particular context to be itself the subject 
of research.  Grounded theory aims to “free[ ] the  researcher from description and 
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forc[e] interpretation to higher levels of abstraction” (Strauss, 1987, p. 55) but this is 
at the cost of losing “real organic relations between [ ] incidents” (Alvesson & 
Skoldberg, 2009, p. 68) and the individual storyteller (Riley & Hawe, 2005).
Second, Thomas and James (2006) question whether grounded theory methods can 
‘discover’ theory.  They argue that grounded theory conflates and confuses two 
processes of inquiry which they term “inspiration involving patterning or 
accommodation” and “explanation and prediction” (G. Thomas & James, 2006, p. 
772).  As a qualitative research method, grounded theory is about interpretation i.e. 
the former, but it makes claims to be able to ‘discover’ the latter which can ‘explain’.
Furthermore, the powers of explanation or causality are highly debatable when 
considering the social sciences: research might be able to identify patterns of general
behaviour, but these must be distinguished from predicting and explaining what a 
particular individual will do (Sanger, 1996).  As Donmoyer puts it, qualitative social 
research may simply enable us to become “more informed gamblers” (Donmoyer, 
2000, p. 51).  
Thirdly, a reflexive abductive approach argues that the researcher’s role may be seen
not as a problem of the claims of an inductive approach, or something that needs to 
be carefully acknowledged and managed (c.f. Corbin & Strauss, 2008) but as wholly 
necessary for the creation of new knowledge.  Sanger (1996) emphasises how the 
researcher seeking to understand the social constructions and discourses of the 
research subjects must gain sufficient familiarity – and have sufficient commonality 
– with those social constructs in order to report them, and to give subjects the 
necessary space to speak (Bentz & Shapiro, 1998).  However, the act of reporting 
those subjective constructs inevitably means disrupting those constructs by the 
research discourse and the researcher’s own interpretation and pre-understandings.  
Yet Sanger argues that such ruptures are actually a crucial and creative aspect of 
knowledge, in which new and alternative understandings enter the discourse.  
Similarly Gubrium and Holstein (2001) argue that the narrated experiences of 
informants need to be balanced with “a modicum of ethnographic authority”
(Gubrium & Holstein, 2001, p. 329) in order to understand the social contexts and 
constraints in which such narratives were constructed.  The reflexive abductive 
approach is therefore adopted not so much as a residual position as a necessary one.  
Knowledge is the product of both pre-understanding and experience, of both theory 
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and practice (Cunliffe & Coupland, 2012; Silverman, 2006).  Theoretical pre-
conceptions give the researcher a way into the empirical data; but the empirical data 
continually challenges those pre-conceptions of the (mindful) researcher (Alvesson 
& Skoldberg, 2009).  The purpose of the research is not to develop theory with 
which to predict or explain, so much as to expand our repertoire of social 
constructions and cognitive structures (Donmoyer, 2000).  Chapters 2 and 3 set out 
the particular pre-conceptions and theoretical frameworks which inform this research
– a narrative conceptualisation of identity (section 2.6) and a conceptualisation of the
medial manager and medial manager identity (sections 3.2 and 3.5); but subsequent 
sections and chapters will also elaborate the steps taken to ensure continual 
reflexivity on the part of the researcher, including the need to maintain a creative 
iteration between researcher conceptions and the data, and not to force one into 
submission to the other.  (See appendix 2 which presents excerpts from the 
researcher’s reflective journal for a specific example reflexively recognising this.)
4.3.2 Research generalisability
This research proceeds from the proposition that theory in a social science context 
represents a repertoire of interpretations or social constructions (Donmoyer, 2000) 
and does not aim to provide universal explanations or predictions.  It further 
proceeds from the proposition that knowledge is socially constructed through 
interactions with others, and is therefore contextual and, notwithstanding the effects 
of dominant wider discourses, primarily local (Alvesson & Karreman, 2000).  
Accordingly this research does not set out to produce knowledge which can be 
universally generalised.   
However, the need for research to be able to generalise either its findings or to 
develop generalisable theory remains a dominant research paradigm (Donmoyer, 
2000), and therefore some further justification of research which does not make such
claims is required.  Donmoyer (2000) argues that, given how research paradigms 
frame a particular way of seeing the world and of approaching data, one important 
function of research is to “expand and enrich the repertoire of social constructions 
available to practitioners and others” (Donmoyer, 2000, p. 51).  Drawing on Piaget’s 
theories of schema he argues that good research should confront the researcher and 
the reader with difference which stimulates cognitive structures to accommodate 
novel aspects and leads to greater integration and differentiation within cognitive 
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schemes.  Alvesson and Sandberg similarly argue that the purpose of producing new 
theories should be to make us look at things differently (Alvesson & Sandberg, 
2011).  The purpose of research may therefore be reconceptualised: not to find 
precise answers, assuming that there is a fixed reality ‘out there’, but to develop 
further, more informed questions (Donmoyer, 2000).  Accordingly the purpose of 
this research is not to ‘explain’ medial manager identity, but to develop a deeper 
understanding of the phenomenon in a particular context.  By bringing a particular 
theoretical perspective to the research the aim is to assimilate and accommodate new
cognitive structures in reflexive iteration with the data, to open up new perspectives 
which enable researchers and organisations to “perceive more richly and act more 
intelligently” (Donmoyer, 2000, p. 60).
4.3.3 Research validity
Finally, what does research validity mean within such a philosophical framework?  
Kvale and Brinkmann (2009) cite three classical philosophical criteria for truth: 
“correspondence” with an objective world; “coherence” within a statement; and the 
“pragmatic use” to which a truth statement is put.  They note that, if the 
correspondence criteria is rejected by a social constructivist paradigm, not only do 
the coherence and pragmatic criteria need to be addressed, but that research validity 
must move from verification to falsification and to a greater reliability on the 
‘craftsmanship’ of the research process: we may not be able to prove that something 
is true, but we should continually check to see whether it could be shown to be false 
or undermined.  This further emphasises the importance of continuing reflexivity on 
the part of the researcher.  Riessman (1993, 2008) argues that validity rests not so 
much on truth as on trustworthiness: rather than trying to demonstrate the truth of an 
interpretation the researcher should be transparent as to how they came to their 
interpretation (Riessman, 1993; Watson, 1994), their own values and pre-
conceptions (Heron, 1996; Stake, 1995) and their relations with their research 
subjects (Bold, 2012; Dick, 2004; A. Phoenix, 1994).
Kvale and Brinkmann suggest that coherence may be tested through dialogue: 
between the researcher and the interviewee, between the researcher and the research 
community, and between the researcher and the reader (Kvale & Brinkmann, 2009).  
This does not necessarily imply relativism: following Ricoeur (1971) it may be 
possible to consider different interpretations of a text and to arbitrate between them, 
75
if only provisionally.  For researchers such as Stake (1995) seeking and triangulating
a variety of perspectives within the research investigation is an essential tool for 
validity.  Simons, however, questions whether triangulation is a useful test: within a 
social constructionist paradigm there may be a variety of perspectives of a 
phenomenon which in themselves may more accurately represent the nature of that 
phenomenon (Simons, 2009).  Riessman, whilst generally arguing for the test of 
coherence within a narrative (and between the narrative accounts of informants and 
the researcher’s theoretical claims), reminds us that such coherence may also be 
viewed as a western construction and that certain narratives, such as those of trauma 
victims, may not be able to adhere to such demands (Riessman, 2008).  Other social 
researchers suggest other aspects of a coherence test of validity.  The researcher is 
aiming for a “representative construction” (Bold, 2012, p. 145), “interpretative 
descriptions that exact fullness and completeness of detail” (van Manen, 1997, p. 17)
and the authenticity towards the people portrayed (Clough, 2002).  Bold further 
suggests that, within a narrative framework, the test of validity should be whether 
stories are relevant and recognisable to readers (Bold, 2012): do they convey 
something of a common human experience? 
A pragmatic test of research validity considers the practical consequences of a truth 
statement: whether action accompanies the statement, whether it leads to action, and 
the consequences of the action: whether the practice under investigation is improved
(Kvale & Brinkmann, 2009) or leads to social change (Riessman, 2008).  In other 
words, is the research useful?  Does it increase not just understanding but applicable 
learning?  Is it meaningful not just to the academic research community, but to the 
community who have been studied (Siggelkow, 2007)?  The essential test of validity 
when researching in an organisational context, and against which the research 
assesses itself, is therefore understood to be the fulfilment of both coherence and 
pragmatic tests, in being able to both faithfully articulate the complex lived realities 
of the organisation investigated, and communicating findings and their applications 
in a sufficiently accessible and realisable way, to enable the organisation and its 
members to learn from and to utilise its findings.
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4.4 Research strategy
The chosen research strategy is a case study.  Robson defines a case study as “a 
strategy for doing research which involves an empirical investigation of a particular 
contemporary phenomenon within its real life context using multiple sources of 
evidence” (Robson, 2002, p. 178).  The contemporary phenomenon being 
investigated within this research project is the processes of identity work undertaken 
by managers in a UK Housing Association.  Specifically the aim is to understand 
processes of identity work in the context of the manager’s position ‘in-between’ 
those whom they manage and the organisation to whom they are responsible (section
1.3).   The multiple sources of evidence will be discussed in the next section.  
Some distinctive features of a case study deserve further attention.  First, case study 
research is about particularisation rather than generalisation.  The focus of 
investigation is on the particular case in its own context and circumstances, and to 
develop an in-depth knowledge of that case (Clifton, 2014; Ridder, et al., 2014; 
Simons, 2009; Stake, 1995) rather than aiming to generalise across different cases or 
develop explanatory theories.  A case study therefore supports the philosophical 
position established in section 4.3.  The focus on the particular also helps the 
researcher to avoid investigating ‘essential’ phenomena (Silverman, 2006) – such as 
‘The Medial Manager’ – and instead to explore a phenomenon in depth in precise 
contexts (Simons, 2009) by investigating the “fine-grained manner” in which the 
phenomenon takes place (Clifton, 2014, p. 113).  Second, a case is understood as a 
‘bounded system’ (Stake, 1995).  Although a case study is a strategy for 
investigating a phenomenon, case study research aims to understand the case itself – 
the ‘bounded system’ – as an entity rather than as a particular problem, relationship 
or theme (Stake, 1995).  That is, the focus of the investigation is the particular 
context in which the phenomenon occurs, and how the phenomenon occurs within 
the particular system of relationships.  A case study invites the researcher to look for,
and to interpret “naturally occurring data” (Silverman, 2006, p. 379), to observe and,
as far as possible, experience what research subjects are doing, and to be exposed to 
the language, categories and narratives that research subjects use in, and to construct,
their everyday realities.  They also enable the researcher to collect and explore 
multiple perspectives and contested viewpoints, and the interactions between key 
actors (Simons, 2009).  This acknowledgement of multiple perspectives also 
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encourages the researcher not to make simplifying judgements as to ‘what is really 
going on’ but to understand and reflect the complex and contested nature of multiple 
social realities (Simons, 2009).  
Case studies have been used for a variety of purposes and with a variety of designs.  
This research project uses a case study strategy in order to explore the processes of 
identity work undertaken by managers in a UK Housing Association and to 
understand processes of identity work in the context of the manager’s position ‘in-
between’ those whom they manage and the organisation to whom they are 
responsible (section 1.3).  It is what Stake (1995) calls an Instrumental case study, 
chosen because it will help to answer a research question, and what Simons (2009) 
calls Theory-led, in which the case is explored through a particular theoretical 
perspective.  Yin (2003) sets out four types of case study design, based on whether 
the research investigates a single or multiple contexts (bounded systems), and 
whether it investigates sub-units within the context(s).  This research adopts a 
Single-Case Embedded design (Yin, 2003).  The context or bounded system is a 
single organisation, but the research also investigates the particular identities and 
identity work processes of individual medial managers within that organisational 
context.  That is, individual managers are embedded sub-units of analysis within the 
wider organisational case (Yin, 2003).  
An embedded case design has a number of advantages for research into the 
phenomenon of medial manager identity and identity work.  By focusing on the 
embedded cases of individual medial managers as well as the ‘bounded system’ of 
medial managers in a particular organisation, the research is able to explore the 
relationships and interactions between the self and the social.  Sveningsson and 
Alvesson (2003) argue that their in-depth case study of a single manager enables 
both the study of an individual’s efforts to navigate between organisational 
discourses, and the study of the organisation and its discourses through the context of
one individual.  By using an embedded single case study strategy, the research 
echoes this approach of maintaining an ongoing iteration between the part and the 
whole, the self and the social, the manager and the organisation, the personal and 
collective narratives (Currie & Brown, 2003).  Furthermore, by focusing on 
individual medial managers as well as the case as a whole, the research is able to 
maintain a focus on the particular and avoid any rush to generalisation which may 
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impede or overlook individual differences and nuances, and possible new lines of 
inquiry (Donmoyer, 2000; A. G. Sheard & Kakabadse, 2007; Sveningsson & 
Alvesson, 2003).
4.5 Research methods
In this section the key methods of data collection are outlined.  The detailed design 
and administration of research instruments is addressed in chapter 5; here the choice 
of methods is justified in the context of the research aims, ontology and 
epistemology.  Three methods of data collection are used within the case study 
strategy: interviews, observations and documentary analysis.
4.5.1 Interviews
The research uses interviews with medial managers as the primary source of 
empirical data.  Such a choice needs to be justified on two levels.  First, Silverman 
questions whether interviews are simply a default position in the context of an 
‘interview society’ (Silverman, 2006).  More specifically, recent research into 
identity has suggested an over-reliance on interviews based on a natural inclination 
to understand people’s view of themselves (Coupland & Brown, 2012) and a failure 
to engage with the ways in which identity is accomplished through social 
interactions, by ‘displaying’ one’s identity and gaining verification from others
(Down & Reveley, 2009; Goffman, 1959) or through positioning oneself in relation 
to others (McInnes & Corlett, 2012).  Informing this call is an increasingly cogent 
interpretivist critique of the interview, which is not “a pipeline to the interiors of 
interviewees or the exteriors of social reality” (Alvesson, 2003, p. 30).  Interviews 
are a particular form of social interaction and nothing more (Czarniawska, 2004a): 
they are a ‘contrivance’ (Silverman, 2006), a particular occasion for a particular form
of talk instigated by the researcher (Kelly, 2008) which creates its own social reality
(Holstein & Gubrium, 1997).  As a method of investigating identity the interview 
may therefore appear problematic: in speaking of themselves in the context of an 
interview, interviewees can present themselves in different ways according to their 
expectations of the interview process, the interviewer and the interview questions
(Czarniawska, 2004a; Mishler, 1986; Silverman, 2006).  They focus on “perspectives
of action” rather than “perspectives in action” (Snow & Anderson, 1987, p. 1343).  
Calls for additional and complementary research into ‘naturally occurring’ (Down & 
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Reveley, 2009) or ‘everyday’ (McInnes & Corlett, 2012) talk and action can 
therefore be seen as a necessary rebalancing of attention from identity as 
retrospectively constructed self-narration to identity as daily inter-action (Clifton, 
2014).
The research justification for using interviews is embedded in its conceptualisation 
of identity as a continual dynamic between self-identity and social practices through 
identity work, which is primarily accomplished through narrative and storytelling.  
The interview may be considered not as a difficulty in getting past self-presentation, 
but as a means of gaining insight into identity through self-presentation.  By 
acknowledging the interview as a particular occasion for constructing a particular 
social reality (Kelly, 2008) it is possible to investigate the processes by which that 
social reality is produced (Riessman, 1993).  The ways in which interviewees make 
sense of and represent themselves and their experiences tell us much about how they 
wish to account for themselves and their actions (Czarniawska, 2004a), their cultural 
and tacit assumptions (Mishler, 1986) and the processes of selecting, interpreting and
transforming events (Holstein & Gubrium, 1997).  Although interview talk may be 
partial and contextual it draws on resources available to the participant and with 
which they are familiar and concerned (Riessman, 2008): it is “cut from the same 
kind of cloth as the lives they tell about” (Denzin, 1989, p. 86).  Our concern need 
not be with trying to establish the ‘real’ or ‘external’ nature of the practice that is 
being described, but with the description itself (Miller & Glassner, 2010): the way 
someone sees themselves and wishes to be seen.  In other words, the interview as a 
particular social interaction is another occasion for identity work, in which the 
interviewee responds to the discursive resources available to them and subjectivities 
impinging upon them, and seeks to make sense of themselves in relation to them.  
4.5.2 Observations
The research uses observations primarily as a method of investigating the 
organisational and discursive context in which the interviewed medial managers 
work; that is, the ‘bounded system’.  Observation offers an alternative and 
complementary way in which the researcher may investigate and understand social 
interactions within the context of a case study.  A number of benefits of observation 
have been identified.  Observation enables the researcher to see research subjects in 
their own context and acting out their daily lives, which may contrast or complement
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social realities presented during an interview (Corbin & Strauss, 2008; Flick, 2009; 
Simons, 2009) and which are not directed by the researcher’s agenda (Collier, 2005).
(As noted under section 4.4.3 this form of triangulation should not necessarily aim to
test the ‘truth’ of interview statements, but to explore and identify different social 
realities in different contexts.  Within this social constructivist research (section 4.2) 
observational data is not intentionally used to test or verify the interview statements 
of managers.)  The act of observing brings the researcher closer to the lived 
experience of the research participants (van Manen, 1997; Waddington, 2004) which
may generate creative insights (Patton, 2002).  Observation may allow the researcher
to gain a more comprehensive picture of the case, and to develop ‘thick description’ 
through the observation of particular incidents and events (Geertz, 1973; Simons, 
2009; Stake, 1995).  Observation may reveal further insights into the values and 
norms of the culture(s) of the case study (Simons, 2009) beyond those cognitively 
understood or described by interviewees, such as the ways in which space is used as 
a resource or to define people and roles (Silverman, 2011) or the ways in which 
individual narratives have been socially prescribed (Gubrium & Holstein, 2001).  It 
may also be a means of finding and acknowledging the voices of those who are less 
articulate or powerful (Simons, 2009).  Finally, the researcher has the opportunity to 
attempt to observe a case with fresh eyes and to ‘mak[e] the commonplace exotic’
(Sanger, 1996: 7).  By deliberately constructing themselves as an outsider looking at 
an unfamiliar context the researcher may be able to ‘see’ and investigate as 
foreground what is familiar and commonplace background to the research subject
(Sanger, 1996).
Nevertheless, the act of observing is as much a ‘contrivance’ as an interview.  The 
researcher cannot observe everything (Silverman, 2011) but must select what they 
will focus on as foreground; and Sanger warns against the researcher’s unconscious 
self-selecting bias in this process.  What we place in the foreground is what we want 
to observe, and what we find in the foreground is what we deem to be significant
(Sanger, 1996).  Sanger also warns the researcher not to underestimate the effect of 
their presence on those being observed.  Observations, like interviews, therefore 
require continual reflexivity on the part of the researcher and a continual openness 
both to their own subjectivities and to those of the research subjects.
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4.5.3 Documentary analysis
The research also analyses organisational documents and artefacts.  Documents are 
socially produced and reflect particular ideas, discourses and taken-for-granted 
assumptions (Macdonald, 2008) which may reveal some of the social realities which 
both produce and are produced by the document.  The research uses documentary 
analysis as part of the initial orientation process prior to observations and interviews
(Simons, 2009).  However, MacDonald notes that developing an understanding of 
the messages contained within organisational documents may depend on becoming 
familiar with the language used within the organisation and its culture (Macdonald, 
2008) and so documentary analysis is necessarily an ongoing and iterative process 
between the documents and other social realities interpreted through interviews and 
observations.  Organisational documents used and analysed include job descriptions 
and person specifications of manager roles; internal documents such as staff 
newsletters and memos; internal artefacts such as photographs, advertisements and 
displays, building and room design and organisation; public documents such as the 
organisational website and annual reports; and external documents such as media 
reports.  The particular focus of analysis of these documents and artefacts is to 
investigate the social realities constructed by the organisation and its claims as to 
‘who we are’ as an organisation, ‘who you are’ as organisational members and ‘who 
you are’ as managers within the organisation.
4.6 Context of the research – the case study organisation
Having set out the philosophical paradigms underpinning the research and having 
outlined the research strategy of a case study, this final section addresses the 
selection of the chosen case study organisation: the reasons for selecting the 
particular case and the benefits of the particular case for investigating the research 
problem (Siggelkow, 2007). 
The chosen case study organisation is ‘Panorama Housing’, a Registered Social 
Landlord (RSL, or commonly known as a Housing Association) operating in the 
North West of England.  Panorama Housing is a relatively young organisation, 
having been formed in 2006 to take over the housing stock of a local authority, 
‘Seeborough Council’; however, council staff who had managed Seeborough’s 
housing were transferred under TUPE to the new organisation, with the head of 
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housing services becoming the Chief Executive Officer (CEO) of Panorama 
Housing.  The organisation currently employs over 250 staff and manages over 
11,500 properties within the boundaries of the local authority. 
The choice of Panorama Housing as the case study organisation can be justified on a 
number of grounds.  First, and most straightforwardly, it offers the researcher ease of
access (Stake, 1995).  The CEO has a personal interest in and commitment to 
management research and learning and was therefore willing to offer the researcher 
full cooperation and access to the organisation and its managers, including 
authorising interviews and observations and making relevant documents available.  
In return the findings of the research will be made available to the organisation in the
form of an executive report.  Linked to the issue of access, the researcher’s own 
experience of working in housing benefit administration and legal advice services 
means that they have some experience of similar and shared issues to those of social 
housing, but without any direct experience of social housing itself.  This therefore 
supports the research position that the researcher should be able to both have 
sufficient familiarity of the subjects to allow them to speak and to report them, but 
also sufficient difference to bring new knowledge and perspectives (Bentz & 
Shapiro, 1998; Gubrium & Holstein, 2001; Sanger, 1996) (section 4.3.1).
Secondly, the context and environment of social housing provides a particularly 
interesting discursive context based upon competing and paradoxical discourses.  
Social housing typically refers to the provision of cheap and affordable housing for 
those in some kind of housing need such as homelessness or an inability to access 
other forms of accommodation such as home-ownership (Hutchinson & Ward, 2012;
National Housing Federation, 2013; Sprigings, 2002).  Housing associations are non-
publically funded, not-for-profit businesses, and the Housing Acts of 1974 and 1988 
enabled them to gain access to new funding sources including substantial levels of 
private sector borrowing (Hutchinson & Ward, 2012).  This also facilitated the drive 
by successive governments to introduce a more commercial ethos into the housing 
sector and for large-scale transfers of local authority housing to existing or newly 
created housing associations.  Housing associations may therefore be characterised 
as ‘quasi-public’ or ‘social businesses’ which are essentially “public sector 
organisation[s] in private sector clothing” (Collier, 2005, p. 930): they must act as 
businesses but never wholly as businesses  (Gruis & Nieboer, 2004a, 2004b).  A 
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number of issues arise out of this ‘quasi-public’ position and the need to sustain both
social and commercial responsibilities.  For example, the requirement for tenant 
representation on housing association management boards (Housing Corporation, 
2006) was accompanied by a discourse of involvement, democracy and 
accountability (Bradley, 2008); yet company law is commonly understood to 
preclude such models of representation, with directors being responsible to the 
organisation and its overall good, not to any constituency (Bradley, 2008).  As public
bodies housing associations are subject to a high degree of regulation and 
government interference (Gruis & Nieboer, 2004a) which can undermine their ability
to manage their assets and leverage finance (Collier, 2005), such as the requirement 
that tenants retain the Right to Buy following a stock transfer, and most recently the 
effects of Welfare Reform and the unexpected requirement announced in the summer
budget of July 2015 to decrease rents by one percent year on year.  It is also 
debateable to what extent common business models are appropriate to enable quasi-
public organisations to manage multiple responsibilities (Collier, 2005; Gruis & 
Nieboer, 2004a); whether housing association boards and managers have the 
necessary knowledge and expertise to deal with commercial realities whilst retaining
social and professional values (Collier, 2005; K. Jones & Kaluarachchi, 2007; Mason
& Royce, 2007); and whether such a tension between commercial and social aims is 
sustainable (Collier, 2005; McDermott, 2007; Sprigings, 2002).  A housing 
association context therefore suggests a number of particular significant pressures 
and discourses within which managers must operate and make sense of their roles
(Besharov & Smith, 2014; Oldenhof, Postma, & Putters, 2013).
Thirdly, however, Panorama Housing may be considered useful as a non-extreme 
case.  Research by Pawson and Smith (2009) and Preece and Ward (2012) into 
housing associations formed after stock transfers both find a significant degree of 
improvement in employee relations and suggestions of increased employee 
engagement and identification with a new, more commercial and customer-focused 
ethos in the organisations they studied.  Panorama Housing itself has consistently 
been ranked highly in national employee engagement assessments.  The significance 
for this research is that, whilst Panorama Housing operates within some specific and 
identifiable tensions, the superficial evidence suggests that its medial managers are 
not working in an environment of overt conflict between staff and organisational 
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interests.  This enables the research to investigate the everyday interactions and 
sensemaking of medial managers and to explore the applicability of a medial 
manager identity typology as a common, rather than an exceptional, social 
construction.
4.7 Methodological limitations
This chapter has set out a philosophical position vis-à-vis what research is able to do 
and what kind of knowledge it is able to produce.  The research does not seek to 
uncover an objective reality, but understands reality to be socially constructed 
through social interaction and shared meanings, and observable data to be the 
interactions between social beings, or the processes of creating social realities.  The 
researcher is understood to be an inevitable and indeed essential part of such social 
interaction, and research may be understood as the process of jointly constructing 
meaning with the research subjects through an iteration between the subject’s 
experience and the researcher’s theoretical pre-conceptions and ‘creative ruptures’
(Sanger, 1996); that is, a reflexive abductive approach (Alvesson & Skoldberg, 
2009).  The purpose of research is not to produce universally generalisable results or 
explanatory theory, but to deepen understanding of a phenomenon and to expand the 
available repertoire of social constructions though which the phenomenon may be 
interpreted and approached (Donmoyer, 2000).  
The methodological choice of a case study strategy, using qualitative, unstructured 
interviews, observations and documentary analysis has two key limitations.  First 
there is a limitation of scale.  Although the choice of a case study as a strategy for 
developing an in-depth understanding of the identities and identity work of medial 
managers in their organisational context has been justified, the depth of knowledge 
could be increased by investigating a larger organisation, interviewing more 
managers and staff members, by conducting a longitudinal study or by investigating 
multiple organisations.  Whereas grounded theory argues that a saturation point may 
be reached when no further coding categories are identified (Glaser & Strauss, 1967)
a social constructivist perspective in which social realities are continually 
constructed and revised through social interaction precludes achieving such a 
saturation point.  The research must therefore acknowledge that deeper, more 
nuanced understanding is always possible.
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Second, there is a limitation of perspective.  The researcher seeks to better 
understand and interpret the phenomenon being investigated and to develop new 
possible social constructions.  In doing so they bring their own theoretical pre-
conceptions to engage with the empirical data: in this case these include a narrative 
conceptualisation of identity (section 2.6) and a conceptualisation of the medial 
manager and medial manager identity (sections 3.2 and 3.5).  They are not the only 
possible theoretical pre-conceptions and other perspectives may give rise to 
alternative interpretations and social constructions.  The researcher collects empirical
data through ‘contrivances’ such as interviews and observations.  Their theoretical 
pre-conceptions and their perceptions as unique embodied social beings affect their 
social interactions with research subjects and their choices as to what to foreground, 
what they hear or see as significant and the way they interpret that (refracted) 
empirical data.  The way in which they are perceived by the research subjects may 
affect the talk and actions of those subjects in front of the researcher.  This is 
understood as a limitation rather than a weakness.  Within this research paradigm 
there is no claim or intention to achieve correspondence with any objective reality; 
all knowledge is necessarily provisional and the product of subjective social 
interactions.  The researcher’s responsibility is, through sustained reflexivity, to 
demonstrate their own subjectivities as clearly as possible and to make the best 
possible interpretation of empirical data within those subjectivities.
4.8 Summary
This chapter has set out the philosophical framework within which the research is 
conducted.  The research proceeds from a nominalist and social constructivist 
perspective in which reality is understood to be socially constructed through shared 
labels and meanings; and the aim of research is to understand the ways in which 
people make sense of their socially constructed worlds.  Consistent with this 
paradigm, the research adopts a reflexive abductive approach in which the 
researcher’s theoretical pre-conceptions are engaged in continual iteration with the 
empirical data; an understanding of theory not as explanatory or predictive, but as 
deepening understanding and the expansion of social constructions; and tests of 
research validity as reflexivity, coherence and practical application.  The chapter 
then set out and justified the research strategy as a single-unit embedded case study 
in which the units of analysis are both the ‘bounded system’ of the case organisation 
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and the individual medial managers within it.  Interviews, observations and 
organisational documents provide complementary methods through which to gather 
empirical data about the social realities that medial managers construct and the social
discourses, values and assumptions within which social realities are produced, and 
which allow the researcher to gain a comprehensive picture of the case and to 
develop ‘thick description.’  Finally the choice of case organisation was justified, 
and methodological limitations noted, within the context of a social constructivist 
paradigm.
Having set out the philosophical basis for the research and outlined and justified the 
research strategy and methods, the next chapter provides full details of the design 
and administration of the research instruments, procedures for data analysis and 
consideration of ethical issues.
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Chapter 5 – Methodology (2): data 
collection and analysis
5.1 Introduction
Building on the underpinning philosophical framework for the research set out in 
chapter 4, and why the research was conducted in particular ways, this chapter 
addresses the specific application of the research methodology.   It presents a 
detailed description of how data was collected through interviews, observations and 
documents, including the design and administration of research instruments and how 
ethical considerations were identified and addressed.  It then provides full details of 
how analysis of the data was carried out, including preparation of the data, the 
overall analytical strategy and specific methods used, in order to demonstrate 
research reliability and validity, and to enable the reader to understand and evaluate 
the conclusions drawn by the researcher.
5.2 Data collection
Chapter 2 set out a narrative conceptualisation of identity and argues that narratives 
are the means by which we use and organise language in order to makes sense of 
ourselves and our experiences by selecting and constituting events into “meaningful 
totalities” (Ricoeur, 1981, p. 279).  Narratives are understood to be a key way in 
which individuals construct social realities, and the study of narratives therefore 
provides insight into the nature of those social realities and the processes by which 
they are constructed: the social worlds and selves that individuals construct, 
maintain, repair and reject; the interpretative repertoires and discourses which 
individuals draw on and are constructed by; and the social functions that such 
narratives fulfil.  Riessman draws attention to the function of narratives in 
connecting the individual and the social: “To be understood, these private 
constructions of identity must mesh with a community of life stories or ‘deep 
structures’ about the nature of life itself in a particular culture.  Connecting 
biography and society becomes possible through the close analysis of stories”
(Riessman, 2008, p. 10).  Within this research project the purpose and focus of all 
methods of data collection – interviews, observations and documentary analysis – is 
therefore the eliciting, collecting and constructing of personal, organisational and 
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societal narratives, on the understanding that the one can only be interpreted in the 
context of the others, in order to investigate the processes of identity work 
undertaken by managers in Panorama Housing.   
All fieldwork took place over a fifteen month period from September 2013 to 
November 2014.
5.2.1 Interviews
Interviews with medial managers followed a largely unstructured design.  The focal 
point of the interview invited the participating manager to narrate a workplace 
incident or event which they felt captured their own understanding of their role 
within the organisation.  Participants were given this question and some broad 
guidelines in advance as part of the information sheet issued upon provisional 
agreement to take part in the research.  This was intended to allow participants the 
opportunity to reflect on their organisational role and to choose a story which they 
felt was representative of their experience and the meanings they attached to their 
role, rather than being asked to think of a story ‘on the spot’.  However, following 
the advice of Taylor and Bogdan (1984), care was taken to provide participants with 
a summary of the research which was truthful and yet sufficiently vague so as not to 
invite defensive or self-conscious behaviour or talk.  One single interview was 
conducted with each manager.
The choice of interview design was informed by the aim and objectives of the 
research, and particularly to understand processes of identity work in the context of 
the manager’s position ‘in-between’ by uncover[ing] how managers personally 
understand their organisational roles, and the personal meanings that they attribute 
to their roles (research objective 3) and by understand[ing] the extent to which 
managers recognise their organisational role as being 'in-between' and subject to 
multiple discursive claims (research objective 4).  Managers were invited to tell a 
story about themselves because stories are a familiar and common way in which we 
introduce ourselves to others (Sims, 2005b) which can nevertheless carry complex 
meanings about how we see ourselves and others (Beech & Sims, 2007).  By inviting
managers to narrate a particular workplace story, rather than their career or life 
history for example, the research sought to focus on the manager’s organisational 
work and role, how they constructed, interpreted and experienced that role and the 
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personal meanings which they attribute to their role (Gabriel & Griffiths, 2004; 
Koerner, 2014).  In this sense the use of stories is similar to how Grant and 
colleagues (2014) invited health staff to write their own job title as a way of gaining 
insight into personal meanings held by the postholders.  Story elicitation also 
supports the research aim of exploring the utility of the research conceptualisation of
medial manager identity and the extent to which such an understanding is recognised
by managers and reflected in their talk (research objective 4).  By using such a 
design the influence of the research agenda, and the risk of premature framing was 
minimised (Fielding & Thomas, 2008; Flick, 2009; Sveningsson & Alvesson, 2003) 
in order to maximise the scope of managers to present themselves as they wished.  
Moreover, in order to explore the range and nature of ways of personally interpreting
the organisational position of the medial manager as widely as possible (section 
3.5.3), a deliberate decision was taken to try to interview all available managers 
once, rather than a smaller number over a period of time (i.e. a longitudinal study) to 
increase the opportunities to identify significant nuances and outliers.  A final 
consideration was a practical one of access.  Following an initial meeting with the 
Chief Executive it became clear that managers were regularly interviewed by a 
variety of assessors and auditors, and that they might therefore be practised at 
providing ‘polished’ answers.  The use of story elicitation was therefore also a form 
of ‘creative rupturing’ (Sanger, 1996) of the traditional interview format in order to 
uncover personal as well as organisational meanings.
The interviews were organised into three main stages.  Following introductions the 
interviewee was asked a small number of largely closed questions such as how long 
they had worked for the organisation and how they had been appointed to their 
current role.   These were included at the beginning of the interview in order to 
‘warm up’ the interviewee with some relatively straightforward questions (King, 
2004).  The second stage comprised the interviewee being invited to narrate their 
story, with the researcher listening carefully and only offering minimal prompts if 
necessary to encourage the story-telling, following guidance suggested by Wengraf’s
(2001) Biographic Narrative Interpretative Method.  In the third stage the researcher 
then explored the story with the manager.  This included: what the story meant to the
manager and their role within the organisation; how the manager came to understand
their organisational role and important influences; how they thought other 
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organisational members viewed them and their function; the manager’s views on 
other participants in the story; and their views on significant organisational members 
who did not feature and why they did not feature.  (It should be noted that within the 
interview schedule, the term ‘role’ is used simply to convey the sense of ‘what you 
are here to do’ and as a means of gaining insight into manager identity, and not to 
suggest that role is the same as identity (c.f. Davies & Harre, 1990; Pratt, et al., 2006;
Stryker & Burke, 2000)).  Following the suggested approaches of Wengraf (2001) 
and Hollway and Jefferson (2000) the researcher used a set of follow-up questions 
which were designed to enable exploration of these key themes, to facilitate further 
details of the story where necessary and to elicit further stories.  However, the use of 
any question and the order of asking was dependent on the story told by the 
interviewee, in order to avoid detracting from the interviewee’s own meaning-
making frame (Hollway & Jefferson, 2000; Wengraf, 2001).  Details of the interview
schedule are presented in appendix 1A.  
The interviews were conducted as follows.  Twenty two managers in Panorama 
Housing were identified as meeting the research definition of a medial manager.  
These represented three hierarchical levels, from team leaders managing non-
managerial staff, through service managers to operations directors reporting to the 
executive group.  It was therefore possible to include all medial managers within the 
case i.e. a census (Saunders, Lewis, & Thornhill, 2007) and for the research to 
achieve an in-depth understanding of both the case organisation and its ‘embedded 
units’ (Yin, 2003) within the time and resource constraints of the research.  All 
twenty two managers were invited to an interview and twenty one accepted.
The interviews were arranged through the CEO’s personal assistant, who booked 
interview rooms, scheduled managers according to their availability and issued 
electronic meeting invitations.  The researcher was copied into the invitations and 
was able then able to thank the manager for agreeing to participate, and to provide an
information sheet and consent form setting out the purpose and format of the 
interview, the invitation to think of a story about themselves, and explaining their 
right to confidentiality and anonymity. All interviews were digitally recorded with 
the express agreement of the manager.  Interviews averaged just over one hour in 
length; the shortest was forty minutes and the longest was seventy five minutes.
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5.2.2 Observations
The collection of observational data also followed a largely unstructured design.  
The purpose of collecting data through observations and through organisational 
documents and artefacts was to collect wider organisational and societal narratives 
within which context medial managers at Panorama Housing construct their own 
self-narratives, and to be able to complement the fuller stories told by managers at 
interview with terser storytelling in a social and conversational context (Boje, 1991). 
The collection of observational data was therefore deliberately not systematic
(Simons, 2009) but opportunistic and intuitive. Observational data was collected at 
what Spradley (1980) calls the ‘descriptive’ level and was noted by the researcher 
using a blank template.  All observations were carried out with the researcher in an 
‘observer as participant’ role (R. Burgess, 1984; Gill & Johnson, 2002), that is where
the researcher’s role is recognised and understood by the research subjects (see 
section 5.3.1), where the researcher does not play any active role in the activities 
being observed, and keeps interaction with research subjects to a minimum during 
the observed activity.  
The selection of individuals and events to observe were strongly informed by 
conversations with medial managers.  At the close of each interview the manager 
was asked whether they would be willing to be shadowed for up to half a day in their
daily work.  Some were very positive and arrangements were made based on the 
manager’s work schedule.  Other managers suggested specific events that they 
thought would be of interest and these offers were similarly taken up.  Service 
managers were also asked whether they were willing for the researcher to attend a 
monthly team meeting which each of them chaired for their service areas.  
Observations took place over a seven month period.  In total eight medial managers 
were shadowed for up to four hours and four team meetings and four other meetings 
were observed, totalling over 35 hours.  Observations were also made informally 
during visits to the organisation, whilst waiting to interview managers.
5.2.3 Documents and artefacts
The purpose of collecting organisational documents and artefacts was similarly to 
collect wider organisational and societal narratives: that is, the discursive context in 
which medial managers worked.  However, a particular focus of the collection of 
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organisational documents was the ways in which the organisation sought to present 
itself to its staff and to its external environment.  In this sense the collection of 
documentary data became increasingly ‘focused’ and ‘selected’ (Spradley, 1980) 
with a particular emphasis on the organisational website as its public face or persona.
Documentary data was collected over a fifteen month period.  Internal data was 
collected during the seven months in which interviews and observations were carried
out, including team meeting minutes and agendas, internal newsletters and the job 
descriptions of each manager interviewed.  Photographs were taken to capture 
organisational artefacts such as notice boards, posters, pictures and displays of 
awards.  External data was collected from the organisation’s website.  Prior to 
starting interviews and observations the website was explored in order to gain an 
initial impression of the organisation’s public face and presented culture.  After 
completing the on-site fieldwork each web page was systematically captured and 
uploaded to qualitative analysis software (see section 5.4.1) for analysis.
In keeping with the emerging focus on the organisation’s self-presentation, 
interviews with the CEO and with two executive directors were also conducted.  
Unlike the interviews with medial managers the purpose of these interviews was to 
clarify and further explore the perspectives of executive management on the 
organisation, its vision and purpose and its expectations of managers.  Key themes in
both interviews included the organisational story, the organisational vision, how the 
vision is communicated and sustained, the intended role of managers, and manager 
training and development.
5.3 Ethical considerations
Although ethical considerations are specifically addressed in the context of direct 
interaction with the participating organisation and managers, this research recognises
and reflects the claim of Edwards and Mauthner (2002, p. 16) that “ethics concern 
the morality of human conduct.  In relation to social research, it refers to the moral 
deliberation, choice and accountability on the part of researchers throughout the 
research process”.  Murphy and Dingwell (2001) identify four ethical issues which 
may be used to frame such deliberations, choices and accountability: non-
maleficence; beneficence; autonomy or self-determination; and justice.  This section 
addresses each of these issues in turn.
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5.3.1 Non-maleficence
The avoidance of harm is generally considered to be a cornerstone of ethical practice
(Saunders, et al., 2007).  Bell and Bryman (2007) identify six further principles 
relating to the interests of research participants and those potentially affected by the 
research project which may be treated as supporting the overall avoidance of harm: 
respecting the dignity of participants; ensuring the fully informed consent of research
participants; protecting the privacy of research subjects; ensuring the confidentiality 
of research data; protecting the anonymity of individuals and organisations; and 
avoiding deception.  
Berg (2001) refers to ‘knowing consent’ which highlights the researcher’s 
responsibility not only to provide information to participants but to check their actual
knowledge and understanding.  The research proceeded on the basis that informed 
consent is not a single decision, but an ongoing process which must be checked at 
each stage of the research process (Silverman, 2011; Simons, 2009).  Nevertheless, 
some effort was made to ensure that the information sheets given to managers who 
participated in interviews and/or observations fully set out the implications of their 
involvement from the collection of data to its eventual use and publication.  The 
content of the information sheets drew on suggested good practice (Saunders, et al., 
2007; Silverman, 2011) and included detailed information on the nature and purpose 
of the interview, the time and other requirements for taking part, the way the data 
would be collected, stored and used, the participant’s rights including the right to 
withdraw at any point or to not answer any question and the right not to have the 
interview digitally recorded, the fact that all data would be kept securely and 
confidentially and that no data collected would be attributable to any individual.  
Before each interview or work shadowing the participant was asked to confirm that 
they had been able to read and understand the information sheet, given the 
opportunity to ask questions and, in the case of interviews, asked whether they 
agreed to the interview being digitally recorded.  The participant was invited to sign 
a consent form to confirm that they were happy to proceed.  At the beginning of each
observed meeting or activity the researcher spoke to all participants and confirmed 
the purpose of the research and procedures for ensuring anonymity and 
confidentiality.
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The participating organisation and managers are referred to by pseudonyms, and care
was taken to ensure that any contextual information provided, and the presentation of
the data would not be sufficient to enable the identification of the organisation, any 
manager or any organisational member referred to by a participant.  Procedures for 
the secure handling and storage of data are detailed under section 5.4.1.
One particular aspect of ‘knowing consent’ (Berg, 2001) concerned the participant’s 
perceptions of the purpose and interests of the research and the researcher (Whittle, 
Mueller, Lenney, & Gilchrist, 2014).  At a preliminary meeting to agree terms of 
access the CEO of Panorama Housing advised that managers were used to being 
interviewed both by auditors and by student researchers and suggested that “they will
see you as an academic who is testing and assessing their management skills”.  As a 
result of this advice the wording of the participant information sheet was reviewed to
further emphasise the research concern with personal perceptions of the 
organisational role, and care was taken at the start of each interview to reinforce this 
particular aim.  Similarly, the participant information sheet for work-shadowing 
clearly stated that the purpose was “not to assess or judge you as a manager.  The 
aim is to understand the kind of work you do, and the environment in which you do 
it”.  The interview format was also deliberately designed to encourage participants to
discuss their personal understandings of their roles and to minimise attempts to offer 
what might be anticipated as ‘good’ answers (see section 5.2.1).  Nevertheless, the 
researcher strove to remain reflexively attentive to the possible perceptions of 
research participants throughout the research process.  This need was reinforced by 
the fact that a number of participants brought up the purpose of the research during 
interviews, necessitating ‘on-the-spot’ responses (Whittle, et al., 2014), and most of 
these participants appeared to continue to presume that the purpose was one of 
assessing the organisation and/or its managers in some way.  
5.3.2 Beneficence
Whereas non-maleficence involves avoiding any harm as a result of research, 
beneficence demands that the research serves some positive good; that is, it is not 
merely research for its own sake (Murphy & Dingwell, 2001).  In this vein Bryman 
suggests that poor quality research which does not add to knowledge may be 
considered unethical (Bryman, 2008).  Writing within a paradigm of Buddhist 
mindfulness, Bentz and Shapiro set the bar still higher for the researcher in respect of
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beneficence: they argue that not only should the researcher take care of the 
‘lifeworld’ in which they enter and investigate, but that research participants should 
be left in a better state than before the research (Bentz & Shapiro, 1998).
The research addresses Bryman’s concerns by setting out the ways in which the 
research aims to demonstrate the reliability and validity of its data and interpretations
(chapters 4 and 5) and by setting out clear research aims which seek not only to 
contribute to academic knowledge of processes of identity and identity work, but 
also be of practical use to organisations.  In particular it has set out the specific tests 
of coherence and pragmatic use by which its validity should be judged (section 
4.3.3)  Further to this, an executive report summarising the research findings will be 
made available to Panorama Housing.  The research also proceeds on the assumption
that rather than doing research ‘to’ participants it may be done ‘with’ them as 
partners and co-investigators in the research conversation (Rubin & Rubin, 2005; 
van Manen, 1997).  Czarniawska (2004a) observes that interview participants may 
gain particular value from the opportunity to reflect on their practice and to try out 
new thoughts and reflections without practical i.e. organisational consequences, 
while Waddington (2004) finds that observational participants may be flattered by 
the researcher’s attention and interest in their lives.  Several managers reflected that 
they had valued the opportunity to take time to talk about themselves and their 
practice.  As one manager put it:
Because when you’re on the front line...you’re just dealing with things as 
they come at you, because that’s what’s important to customers, and that’s 
why you’re there.  So it’s interesting to sit and talk about it and think about –
well what type of manager are you, ahh! (laughs) Thank you. It was good. – 
Abbott, Service Manager
5.3.3 Autonomy
Autonomy, or self-determination, means respecting the values and decisions of 
research participants (Murphy & Dingwell, 2001).  Some key aspects of this criterion
have already been discussed above: ensuring participants are able to choose to 
participate, or to withdraw, in full knowledge of the implications; and treating 
research participants as co-investigators whose own concerns and interests, as well 
as their perceptions about the research question, have value.  A third key aspect 
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involves what Bentz and Shapiro refer to as preparing a space for participants to 
become: “Mindful inquiry is a creative act.  It seeks not only to discover or to record 
what is there, but to allow what is there to manifest itself in a new way, to come 
forward in its ‘shining’” (Bentz & Shapiro, 1998, p. 54).  This also implies the need 
to allow and enable the participant to be ‘disobedient’ (Latour, 2000); that is, to say 
things which do not fit or challenges the researcher’s understanding or conceptual 
framework (Alvesson & Skoldberg, 2009).  Bentz and Shapiro suggest that the 
creation of such spaces begins with the formation of the research question: what kind
of things have been invited to appear and in what form (Bentz & Shapiro, 1998)?  
The researcher’s reflexivity therefore needs to attend to the continuing cycle of 
interrogating the research question and its basis in the light of empirical data, and 
vice versa.
5.3.4 Justice
Justice within research ethics demands that all people are treated equally (Murphy & 
Dingwell, 2001).  The research project aims to address the demands of justice in two 
ways.  First, the use of interview and observational protocols support the researcher 
to behave in similar and consistent ways with each research participant.  Second, the 
research project considers research reflexivity to be an essential cornerstone of its 
philosophy and practice (5.2.2).  Reflexivity may particularly help to facilitate justice
towards research participants by enabling the researcher to reflect on her own values,
social context, culture, paradigms and research community (Alvesson & Skoldberg, 
2009; Bentz & Shapiro, 1998; Stake, 1995) and how she may be interpreted and 
constructed by her research subjects (Bold, 2012; Cooper, 2008).  More specifically 
a personal learning journal (Pedler, Burgoyne, & Boydell, 2007) was maintained 
during the course of the whole research project, which captured reflections on the 
research progress and practice, including feelings and emotional responses (Bold, 
2012; King, 2004; Simons, 2009).  As Watson (1995) observes, the act of actually 
writing about one’s acts elicits greater insights and reflection than is usually possible
during the original act.  During fieldwork the journal was used as a means of 
reviewing each interview and observation, reflecting on the researcher’s conduct and
its possible effects on the research participant(s).  See appendix 2 for excerpts which 
illustrate the researcher’s reflections on gaining access and her relationship with the 
organisation, and on conducting interviews (and in particular the extent to which 
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participants appeared to initially verify or challenge the research conceptualisation of
medial manager identity).
5.4 Data analysis
This section describes the procedures by which the data collected through fieldwork 
was analysed.  First, it describes the ways in which the collected data was handled, 
prepared and analysed in order to demonstrate how the researcher has ensured 
research reliability and validity (as defined within the research paradigm and set out 
under section 4.3.3) (Kvale & Brinkmann, 2009).  Second, it describes the handling, 
preparation and analysis of data in such a way that the reader can follow the 
procedures, understand the basis on which conclusions are drawn and be able to 
make some evaluation both of those conclusions and of the researcher’s own 
reflexivity (Alvesson & Skoldberg, 2009; Kvale & Brinkmann, 2009; Riessman, 
1993; Stake, 1995; Watson, 1994).  
5.4.1 Data preparation
All interview data was captured electronically and transcribed.  The production of 
interview transcripts included an explicit choice (Riessman, 2008) to minimally 
‘clean up’ the conversation in order to assist its accessibility to the reader, while still 
reflecting the interactions between the informant and the researcher, incorporating 
the researcher’s verbal and non-verbal contributions and interventions, and the 
informant’s hesitations, false starts and trailing off.  This reflects the Bakhtinian 
perspective that all speech is made in response to and in anticipation of an audience
(Bakhtin, 1935/1981/1994; Plummer, 1995).  More critically, it reflects some of the 
direct and indirect effects of the researcher on the construction of the informant’s 
narrative and social reality; and it supports both the researcher and the reader to 
reflexively consider the limitations of their understanding, the ways in which their 
research agenda dictated or influenced the conversation and the limitations of words 
in communicating an embodied experience (Riessman, 2008; Watson, 1995).  
However, it also recognises that any act of documenting social processes determines 
a particular version and starts to “dissolve the gestalt of the events into a multitude of
specific details” (Flick, 2009, p. 302).  Interviews were transcribed by a third party, 
drawing on a basic transcription system suggested by King and Horrocks (2010) 
(appendix 1B).  Immediately after each interview a summary was written up from 
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notes to capture initial impressions and ideas.  On receiving the interview transcript 
the interview was then listened to whilst reading the transcript in order to check the 
transcription and to prompt any recollections of accompanying non-verbal gestures 
and facial expressions.  An illustrative excerpt of an interview transcript is included 
in appendix 1C.
Observational data was collected through hand-written notes, which were then 
written up either immediately on-site in electronic format using a laptop or as soon 
as possible afterwards (Taylor & Bogdan, 1984; Waddington, 2004).  Documentary 
and photographic data were captured as electronic files.
All collected data was uploaded to NVivo, a Computer Assisted Qualitative Data 
Analysis Software (CAQDAS) package.  The use of software to analyse qualitative 
data is increasingly common but not uncontroversial: for example Charmaz (2003) 
questions whether it belongs to a more positivist approach and risks fragmenting data
and removing them from their contextual origins.  However, CAQDAS is able to 
support qualitative analysis procedures in a number of ways, including enabling the 
researcher to switch quickly and seamlessly between macro and micro levels of 
analysis (Lewins, 2008) and thus supporting the embedded unit case study design
(Yin, 2003); the facility to easily review, revise and amend coding categories as 
greater familiarity with the data is developed (Flick, 2009) whilst maintaining a clear
audit trail (Sinkovics & Alfoldi, 2012; Veal, 2005); and the means of easily 
accessing and organising large amounts of disparate data (Flick, 2009).  Charmaz’s 
concerns were addressed in two ways.  First, procedures for collecting and analysing 
data, including the theoretical foundations, were clearly established before NVivo 
was used as an analytical resource: in other words, it is used as a tool to support an 
appropriate methodology, and not as the architect of the methodology (Lewins, 
2008).  Second, the medial manager interview texts were retained as coherent units 
of analysis, with NVivo being used to identity key content, rather than to parse and 
reorganise the data.  
All data was collected and stored in accordance with the Data Protection Act and the 
guidance provided by the Information Commissioner (Data Protection Act, 1998; 
The Information Commissioner's Office, 2013) with particular reference to the eight 
principles of data collection.  All data was securely stored by the researcher away 
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from the organisation and was password-protected.  All data was anonymised: the 
identities of informants were held separately to the data and linked only by an 
identification code for the duration of the fieldwork, in order to enable the researcher
to follow up particular lines of enquiry with informants.  After the fieldwork was 
complete the identification list was destroyed, leaving the collected data anonymous 
and therefore no longer subject to the Data Protection Act (King & Horrocks, 2010). 
Informants are identified in the public presentation of the research by pseudonyms.  
Digitally recorded data was securely destroyed following transcription.  No sensitive 
personal data, as defined by the Data Protection Act (1998) was collected.
5.4.2 Analytical strategy
Analysis of the data addressed four distinct stages.  These are summarised in figure 
2, which also sets out which of the research objectives are addressed at each stage.  
However, although the four stages are presented consecutively both in figure 2 
below and in the presentation of the findings (chapters 6, 7 and 8) the actual process 
of analysis proceeded in a much more iterative and cyclical way.
Stage 1 consists of a thematic analysis of observational and documentary data in 
order to identify the key discourses within Panorama Housing and its environment: 
that is, the discursive context in which medial managers worked.  This provides the 
necessary background with which to address research objectives 3, 4 and 5.  Stage 2 
comprises a structural analysis of the medial manager interview texts and 
particularly the stories they told about themselves and their organisational role.  The 
structural analysis took two forms, which reflects and further develops the method 
demonstrated by Gregg (2006) in combining syntagmatic and paradigmatic analysis. 
Narrative analysis identifies and categorises the narrative or syntagmatic structures 
of the stories told by medial managers, and the narrative role(s) that they adopted 
and ascribed to others.  Paradigmatic analysis identifies and categorises the particular
social worlds constructed by managers in their stories by looking for sets of 
oppositions within which the managers positioned themselves through their stories.  
In other words the analysis seeks to uncover the processes of identity work 
accomplished by, and through the ways in which manager stories are constructed (C.
Phoenix, et al., 2010; Riessman, 2008).  Stage 2 therefore represents the self-
presentations of medial managers, and the personal meanings of their organisational 
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Figure 2 – Summary of the four stage analytical process 
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 Figure 2 – Summary of the four stage analytical process
role within a personal interpretation of their organisational and social world. It draws
directly upon the narrative conceptualisation of identity established in section 2.6, of 
identity as a dynamic, continuous and reciprocal process between self-identity as the 
self reflexively understood over time at any point, and identity regulation of 
discursive practices, through processes of identity work which are primarily 
accomplished through narrative and storytelling.  In doing so it addresses research 
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objective 3: to uncover how managers personally understand their organisational 
roles, and the personal meanings that they attribute to their roles.
The third stage of analysis aims to contextualise the self-presentations of medial 
managers within the research conceptualisation of the medial manager position 
within the organisation.  In doing so it operationalises the research conceptualisation 
of manager identity presented in section 3.5.  Whereas stage 2 analyses the identity 
work undertaken through stories and the personal meanings revealed through those 
stories, stage 3 analyses the identity work undertaken in response to the particular 
organisational context and position of the medial manager.  This stage includes three 
analytical processes.  First, medial manager texts are analysed in terms of the effects 
of discursive practices and to identify which possible identities or subject positions 
medial managers recognised in their interview texts.  The second stage analyses the 
ways in which medial managers respond to and manage such possible identities and 
the discursive claims on them.  In the third stage the medial manager texts are 
analysed in terms of their individual presented responses to possible subject 
positions in order to characterise the range of possible ways in which managers may 
interpret and construct their organisational position, or ‘ways of being a manager’.  
Stage 3 therefore addresses research objective 4: To understand the extent to which 
managers recognise their organisational role as being 'in-between' and subject to 
multiple discursive claims; and starts to address research objective 5: To understand 
the ways in which managers respond to multiple subject positions, and the interplay 
between personal understandings and the discursive context in which they work.
In the fourth and final stage of analysis these medial manager positionings are 
analysed in the context of their stories, their construction of a personal social world 
and their responses to discursive claims in order to identify key factors which afford 
and constrain different organisational positionings and the construction of a 
particular medial manager identity.  This stage therefore addresses research objective
5: To understand the ways in which managers respond to multiple subject positions, 
and the interplay between personal understandings and the discursive context in 
which they work.
The analytical strategy seeks to understand the particular discursive context in which
medial managers work at Panorama Housing; the personal workplace identities 
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which medial managers construct through stories; and to analyse them in the context 
of their organisational position as medial managers.  The strategy therefore reflects, 
and is informed by the embedded case study design (Yin, 2003).  The focus of a case
study investigation is not so much the phenomenon itself but the particular context – 
the case, or ‘bounded system’ – in which the phenomenon occurs, and how the 
phenomenon occurs within that particular system of relationships (Stake, 1995).  The
analytical strategy therefore addresses both the individual (embedded) cases of 
medial managers through structural analysis (stage 2) and the organisational case or 
bounded system through analysis of the relationships between individual medial 
manager texts and between those texts and organisational discourse (stages 1, 3 and 
4).  Such a strategy also addresses a number of related methodological issues: the 
balancing between openness to the specificity of individual texts and openness to 
wider, structural issues (Flick, 2009; King & Horrocks, 2010) by incorporating both 
within the strategy; the need to maintain the coherence and integrity of individual 
narratives and texts rather than simply fracturing them into categories of meaning (C.
Phoenix, et al., 2010; Riessman, 2008; Riley & Hawe, 2005); and the importance of 
contextualising texts and their interpretation (Silverman, 2006).
5.4.3 Analytical methods
In keeping with a reflexive abductive approach (Alvesson & Skoldberg, 2009) the 
analysis used a mixture of pre-existing analytical categories and interpretative 
frameworks, and categories and themes derived from the data.  Figure 3 summarises 
the use of pre-existing categories at different stages of the analytical process.  
However, as with Figure 2, the summary should not be taken as reflecting a highly 
structured or planned analytical approach, but as capturing the final outcomes in 
retrospect.  Metaphorically the analytical process may be compared to journeying 
through a terrain for the first time, using only a very basic map to determine the 
overall direction.  Much of the analytical process was emergent in response to 
particular problems or possibilities opened up by immersion in and engagement with 
the data and using particular analytical methods, and characterised by continual 
reflexive shifting in focus from the detail of the data to the emerging findings and the
overall direction determined by the research question and aims, and particularly 
between the integrity of the medial manager interview texts and the development of 
wider, cross-cutting themes.  
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Figure 4 – Analytical methods 
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Figure 3 – Summary of analytical methods
This section sets out the specific analytical methods and techniques used at each 
stage of the analytical process.
Stage 1 – The organisational context
Analysis of the observational and documentary data in order to identify the 
discursive context of Panorama Housing followed a method of thematic analysis 
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suggested by King and Horrocks (2010).  Each document or observational record 
was uploaded to NVivo.  Initially the text was read through several times to gain an 
overall familiarity with its content, with comments added using NVivo memos to 
capture initial thoughts, impressions and ideas.  Descriptive codes were then 
developed to capture different concepts expressed in the texts.  As more texts were 
read and coded these initial descriptive codes were reviewed and refined.  In the next
stage of coding the list of descriptive codes were reviewed to ensure that they 
reflected distinct concepts, with some similar codes being merged.  Interpretative 
codes were then developed by looking for relations between descriptive codes to 
form clusters. At this point it became important to be able to describe each 
interpretative cluster, and this started to suggest that the process was developing sets 
of characteristics of the organisation based on distinctive discourses.  Finally 
overarching themes were derived from the interpretative codes to develop a higher 
level of abstraction.  A key informing question at this final stage was: How would 
the organisation describe itself?  Or: What kind of organisation would it call itself?  
An example of how such coding proceeded is illustrated in figure 4.
Stage 2 – Medial manager self-presentation
Narrative analysis of the medial manager interview texts draws on the work of the 
Russian formalist Vladimir Propp (1968).  Based on analysis of one hundred Russian
folk tales, Propp concludes that they can be broken down into a limited number of 
specific narrative functions carried out by specific dramatis personae or narrative 
roles (Propp, 1968): the folk tales all follow a small and easily recognisable number 
of plots, which nevertheless may be re-told in many different ways featuring 
different characters and events.  Propp draws attention to the “two-fold quality of a 
tale: its amazing multiformity, picturesqueness, and colour, and on the other hand, its
no less striking uniformity, its repetition” (Propp, 1968, p. 21): tales may be 
superficially very different but they draw on common and familiar structures.  
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Figure 4 – Illustrative example of thematic coding
The value of a Russian formalist analysis of Russian folktales for understanding the 
experiences and identities of contemporary western managers may not be 
immediately obvious, but the choice can be justified on a number of grounds.  First, 
although Propp’s analysis derives from a culturally specific source (and Propp 
himself was not concerned with the cultural context in which the tales were told
(Dundes, 1968)) the overall structure and narrative functions identified are 
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recognisable as wider Indo-European story forms, such as western European fairy 
tales, saints lives, Greek myths and Anglo Saxon epics which remain familiar within 
contemporary western culture (Dundes, 1968).  Propp’s set of narrative functions 
therefore offers a way in which to identify the syntagmatic structure of medial 
manager stories as a recognisable story genre (Gergen, 2001; Gregg, 2006).  That is, 
the research is founded on a narrative paradigm that individuals make sense of 
themselves and their experiences through selecting and organising events and 
characters in particular, socially prescribed and accessible ways (Koerner, 2014; 
Wertsch, 2013).  The question is therefore more precisely whether the heroic folktale
form is an appropriate story genre to use as a method of analysis, and it is argued that
it is not a large conceptual leap to see the manager’s organisational experience as 
analogous to a folk tale.  Managers are expected to act decisively to overcome 
problems – indeed the word ‘heroic’ is often employed to describe ideal leaders and 
managers within organisations – and organisational activities are often conceived of 
and experienced as struggle with or against opposing forces or between good and 
bad (e.g. Brown & Humphreys, 2006; McKenna, 2010; Sims, 2005a; Whittle, et al., 
2009).  Moreover, the method does not preclude managers from telling stories which
do not fit a hero-centric form, but provides a means of identifying and contrasting 
such stories.  Finally, the research does not use Propp’s narrative functions and roles 
as fixed categories but as an analytical framework which can be developed and 
adapted to reflect the cultural context of the contemporary manager (see for example 
table 2 and sections 6.3.2 and 6.3.3).  
Using Propp’s narrative functions and roles as an analytical tool may also be 
justified on other grounds.  First, they provide a simple organising structure which 
may serve as a backdrop in order to reveal differences, outliers and nuances between 
stories.  The purpose of the analysis is not to reduce manager stories to a set of types,
but to investigate the particular identity work accomplished through stories and the 
ways in which they are constructed and populated (Beech & Sims, 2007).  Second, 
using a pre-conceived analytical framework offers an opportunity to make “novel 
connections” (Brown & Toyoki, 2013, p. 881) between the stories managers told and
manager experience and identity work, through the ‘creative rupturing’ of manager 
talk (Sanger, 1996), that is, through reading manager stories as folk tales.  Thirdly, 
the extensive review of narrative methods and underpinning ontological and 
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epistemological paradigms by Rosile and colleagues (2013) suggests that the use of 
such formalist analytical tools can be consistent with an interpretivist and social 
constructivist paradigm, a position also supported by Beech and Sims (2007).  
Propp’s set of narrative functions are summarised in table 1 below, and his set of 
narrative roles or dramatis personae in table 2.
Although Propp’s categories formed the basis of the narrative analysis, the analytical
process also iteratively adapted and developed them to accommodate and reflect the 
cultural context of the contemporary medial manager (c.f.  Dundes, 1968).  Initially 
each interview text was read through several times to gain an overall familiarity with
its content, with comments added through NVivo annotations to capture early 
thoughts and impressions (King & Horrocks, 2010).  This process included 
developing an initial reading of the narrative structure by applying Propp’s definition
of a tale as any development proceeding from villainy or a lack, through 
intermediary functions to a denouement (Propp, 1968); this enabled an initial 
determination of the nature of the chosen story(s) and whether it functioned as a 
complete story or as an element of a wider story.  From this initial reading the 
interview text was then coded according to Propp’s narrative functions, and 
according to the actors adopting the narrative roles (Propp, 1968).  This process was 
highly iterative and involved regularly reviewing the emerging narrative structure 
according to Propp’s narrative functions and roles against the reading of the 
interview text as a whole, and clarifying and refining the reading of narrative 
functions within it.  
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No
.
Narrative 
Function
Narrative 
Turn
Description
0 Initial Situation Initial Situation The initial situation e.g. family members are 
enumerated, future heroic status is indicated
1 Absentation Preparatory
Setting up the 
first move of 
either lack or 
villainy
One of the family members leaves home
2 Interdiction An interdiction is addressed to the hero
3 Violation The interdiction is violated
4 Reconnaissance The villain makes an attempt at reconnaissance
5 Delivery The villain finds information about his victim
6 Trickery The villain attempts to deceive the victim 
7 Complicity The victim submits to the deception and 
unwittingly helps the villain
8 Villainy Complication
The first move 
– villainy or 
lack which 
must be 
resolved.
The villain causes harm or injury to a member 
of a family
8a Lack One member of a family lacks something or 
desires something
9 Mediation or 
Connective Incident
The misfortune or lack is made known; the 
hero is approached with a request or command;
he is allowed to go or is dispatched
10 Beginning 
Counteraction
The hero agrees to or decides on counteraction
11 Departure The hero leaves home
12 The Donor Donors
Testing the 
hero
The hero is tested, interrogated or attacked 
which prepares the way for receiving a magical
agent or helper
13 The Hero’s 
Reaction
The hero reacts to the actions of the future 
donor
14 Acquisition of a 
Magical Agent
From the entry 
of the helper to 
the end of the 
first move.
This may 
constitute the 
end of the 
story, or the 
story may end 
with a wedding.
The hero acquires the use of a magical agent
15 Spatial 
Transference
The hero is transferred, delivered or led to the 
object of a search
16 Struggle The hero and the villain join in direct combat
17 Branding The hero is branded or marked
18 Victory The villain is defeated
19 Liquidation The initial misfortune or lack is liquidated
20 Return The hero returns
21 Pursuit The hero is pursued
22 Rescue The hero is rescued from pursuit
23 Unrecognised 
Arrival
The second 
move
The hero has to 
prove 
themselves to a 
sceptical 
audience.
The hero, unrecognised, arrives home or in 
another country
24 Unfounded Claims A false hero presents unfounded claims
25 Difficult Task A difficult task is proposed to the hero
26 Solution The task is resolved
27 Recognition The hero is recognised
28 Exposure The false hero or villain is exposed
29 Transfiguration The hero is given a new appearance
30 Punishment The villain is punished
31 Wedding The hero marries and ascends the throne – 
there is a happy ending
Table 1 – Propp’s narrative functions
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Dramatis 
Persona
Narrative function Notes on interpretation and 
development from Propp (1968)
Hero The subject of the story – the 
one who takes action to resolve 
the complication, undertakes 
difficult tasks and achieves a 
happy ending (wedding).
The hero may be a victim of villainy 
or lack but then acts to resolve it 
themselves, unlike the victim.
Villain One who causes harm or 
material loss – carries out 
villainy and engages in struggle 
with the hero and pursuit.
Victim The subject of villainy or lack – 
but who does not carry out other
hero functions.  
Propp characterises the victim as the 
princess or sought-after person. He 
also argues that the father and the 
princess cannot be easily 
distinguished in terms of fairy tale 
narrative functions.  However, Propp
only categorises dramatis personae 
according to the narrative function 
that ensues; that is, the narrative 
function is the primary category of 
analysis.  In this research, the 
narrative roles of different 
organisational actors are considered 
as a significant analytical category in
itself.
Father One who dispatches the hero to 
seek or rescue the victim.
One who sets the hero difficult 
tasks.
One who recognises the hero 
and exposes a false hero.
Donor One who tests the hero. 
One who provides the hero with 
a magical agent.
The helper is distinct from the donor 
who tests the hero and only provides 
an agent for the hero to use.  The 
helper may help the hero to pass the 
test or directly intervene themselves.Helper One who directly helps the hero 
e.g. through spatial transference 
– helping them to find the 
victim, villain or sought-after 
object.
False Hero One who makes false claims.
Table 2 – Propp’s narrative dramatis personae
Having established a detailed narrative coding the interview texts were further 
analysed as instances of self-presentation.  This involved firstly categorising the 
types of stories told, initially using Propp’s distinction between tales based on 
villainy or a lack (table 1), and developing further categorisations to reflect the 
particular context of contemporary organisations (Dundes, 1968).  This used a 
simplified version of thematic coding (King & Horrocks, 2010).  Secondly the 
interview texts were re-read and analysed in terms of narrative boundaries
(Riessman, 2008) in order to determine whether discrete stories or story elements 
might be read as constructing or contributing to an underlying meta-story (Beech & 
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Sims, 2007; Hawkins & Saleem, 2012; Riessman, 2008) or overarching theme (King
& Horrocks, 2010).  That is, the focus of analysis shifted from the content of the 
story to the purpose and work of the story in its contextual telling (Alvesson & 
Skoldberg, 2009; Czarniawska, 2004a).  In doing so the researcher’s own role is 
acknowledged in constituting both the narrative which is analysed (Riessman, 2008) 
and the presented analysis as “artfully created text” (Watson, 1995: 302) which is 
both the author’s construction of her subjects and a construction of herself (van 
Manen, 1997) as a researcher.  
Paradigmatic analysis was undertaken based on identifying the oppositions within 
the interview text, both in the story itself and the wider text, and the manager’s 
positioning of themselves in relation to such oppositions.  In doing so it directly 
draws on the mythical conceptualisation of narrative set out in sections 2.5 and 2.6
(Levi-Strauss, 1963, 1983).  Analysis followed the method of thematic analysis
(King & Horrocks, 2010) set out under stage 1, with interpretative codes capturing 
the nature of the particular sets of personal oppositions within each manager text, 
and overarching themes characterising the different ways in which medial managers 
constructed their organisational worlds. 
Stage 3 – Medial manager organisational positioning
The third stage of analysis starts to contextualise the self-presentations of medial 
managers within the research conceptualisation of the medial manager position in the
organisation.  It is directly informed by the conceptualisation of the medial manager 
(chapter 3), and the effects of the particular organisational positioning of the medial 
manager on medial manager identity and identity work.  Specifically it utilises the 
research conceptualisation of medial manager identity (section 3.5) as an analytical 
lens.  This stage involved three phases of analysing the medial manager interview 
texts within the discursive context of the organisation as analysed in stage 1.  The 
first was to identify the possible subject positions available to medial managers at 
Panorama Housing, and the particular subject positions recognised by individual 
managers within their interview texts.  This uses a variation of King and Horrock’s
(2010) thematic analysis in which overall categories of subject position – manager, 
team member, practitioner – were identifiable relatively quickly, and the focus of 
analysis became identifying the particular and different aspects and nuances of such 
subject positions.  That is, the aim of the analysis here is not to merge codes into a 
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smaller, higher order, but to open them up and unpack them, albeit still seeking 
higher levels of abstraction.   
The second phase involves analysing the ways in which medial managers responded 
to the particular subject positions recognised in their texts.  That is, in what ways do 
they manage multiple and potentially competing subject positions?  Early on in the 
analysis the conceptual framework developed by Roccas and Brewer (2002) 
suggested itself as an analytical tool.  Working from a social identity theory 
perspective, Roccas and Brewer (2002) propose a model to interpret ways in which 
individuals manage multiple and potentially conflicting identities based on a 
continuum from simple cognitive schemas based on commonalities between 
identities, to complex schemas integrating difference.  This formed an initially 
productive framework for looking for, identifying and categorising the responses of 
medial managers, although the particular responses of medial managers in their 
particular cultural context lead to some refinement of Roccas and Brewer’s original 
model.  However, the model did not prove sufficient to interpret a particular aspect 
which emerged from the data, namely the ways in which medial managers contested 
certain subject positions, rather than finding different forms of accommodation.  
Thematic analysis was therefore used to develop a further higher level interpretative 
set of  responses, although this process was also informed by Roccas and Brewer’s 
model, and in particular the concept of expressing responses as a continuum from 
simple to complex cognitive structures.
The third phase involved analysing the medial manager interview texts in terms of 
the research conceptualisation of medial manager identity developed in section 3.5.  
In particular its aim was to identify and characterise the range of ways in which 
managers interpreted their organisational position 'in-between' the organisation and 
the staff and services they managed.  Analysis followed an iterative process in which
pre-existing overarching concepts were combined with a form of thematic analysis
(King & Horrocks, 2010).  As the medial manager texts were read in terms of the 
conceptualisation of medial manager identity, descriptive codes were developed to 
capture talk which reflected how medial managers interpreted and made sense of 
their organisational position and its meaning, with particular attention being paid to 
the ways and extent to which medial manager talk suggested identifications with 
different organisational constituents, and the ways and extent to which their 
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interview talk recognised, interpreted and responded to tensions and conflicts 
inherent in their organisational position: that is, the dimensions of identification and 
agency discussed in section 3.5.  Within those overall groupings, thematic analysis 
was applied in order to identify particular facets of each dimension, by analysing the 
descriptive codes and identifying relationships between them in order to develop 
interpretative clusters, and by analysing and checking the relationships between the 
interpretative clusters and the overarching dimensions.  This process led to a more 
precise set of characteristics for each dimension and enabled a more nuanced 
analysis of medial manager texts against each dimension.  This was not a 
quantitative but an interpretive and iterative process in that not only the extent of 
coding but the nature and weighting were also considered; and the overall aim was 
not to identify a set of medial manager ‘types’, but to interpretatively reflect the 
range of ways in which medial managers described and made sense of their 
organisational position and the meaning of their role within the context of their 
interview talk: that is, different possible ways of being a manager.  
Stage 4 – Medial manager identity and identity work
The final stage of analysis involved further analysing medial manager interpretations
of their organisational positions within the research conceptualisation of medial 
manager identity in terms of their stories, their construction of a personal social 
world and their responses to discursive claims, in order to identify key factors which 
afford and constrain different interpretations of their organisational position.  A form
of thematic analysis (King & Horrocks, 2010) was undertaken in which the units of 
analysis were the interpretative and thematic codes already identified as forming 
significant resources for medial manager identity work, and which enable or 
constrain the construction of particular medial manager organisational positionings, 
or ‘ways of being a manager’ and workplace identities.
5.5 Summary
This chapter has built on the philosophical foundations and principles established in 
chapter 4 and provided a detailed description of the research design and methods 
used to collect and analyse data.  It has demonstrated how the design and 
implementation of methods for both data collection and analysis are informed by the 
research question and theoretical foundations established in chapters 2 and 3, and 
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utilised in specific ways to address the particular concerns of the research.  In 
particular, presentation of the analytical strategy has established a clear map which 
sets out four analytical stages and how they are built upon to develop deeper levels 
of analysis.  The following three chapters return to this map in order to clearly guide 
the reader through the findings resulting from the research. 
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Chapter 6 – Medial manager stories: 
narrative and paradigmatic analysis
6.1 Introduction
The following three chapters present the results of the four stages of analysis 
presented in section 5.4.2.  This chapter presents the results of stages 1 and 2: the 
organisational and discursive context in which medial managers at Panorama 
Housing work, and the analysis of medial manager stories as instances of self-
presentation.  Chapter 7 presents the findings of stage 3, which starts to contextualise
the medial manager stories in terms of the research conceptualisation of the medial 
manager position within the organisation and the identity work undertaken in 
response to the particular organisational context and position of the medial manager. 
Chapter 8 presents the findings of stage 4 in which these medial manager 
interpretations of their positions are analysed in the context of their stories, their 
construction of a personal social world and their responses to discursive claims in 
order to identify key factors which afford and constrain different organisational 
interpretations, positionings and ways of being a manager.
This chapter draws directly on the narrative conceptualisation of identity developed 
and presented in chapter 2 (figure 1, repeated below).  Self-identity – the individual’s
reflexive understanding at any moment – is understood specifically as narrative self-
identity and is expressed as an arrow in order to reflect the ways in which narrative 
provides an account of the individual’s life in terms of unity and purpose and which 
links the individual’s past and future (Mallett & Wapshott, 2012; McAdams, 1985; 
Ricoeur, 1992; Sims, 2005b, 2008; Watson, 2009).  Identity work is similarly a 
dotted arrow enveloping narrative self-identity, to express the ongoing work of 
constructing, revising, repairing and maintaining narrative self-identity in the context
of identity regulation, in order to maintain a coherent sense of self over time.  
Finally, identity regulation is presented as multiple circles which express the 
multiplicity of discursive practices impinging on narrative self-identity over time and
space.  Drawing on Levi-Straussian (1963, 1983) mythical thought, identity work is 
conceptualised as the ways in which an individual responds to multiple discursive 
practices of identity regulation by both selectively constructing a social landscape 
115
based on oppositions, and establishing a mediating path through that landscape, 
through continually “forming, repairing, maintaining, strengthening or revising” 
narrative self-identity (Alvesson & Willmott, 2002, p. 262).    
 
Narrative Self-Identity 
Identity Regulation – multiple discursive practices 
Identity Work 
Figure 1 – a narrative conceptualisation of identity (repeated from section 2.6)
The chapter proceeds as follows.  The first section presents the analysis of the 
organisational discursive context.  It therefore identifies significant discursive 
subjectivities impinging on medial managers within the context of the case 
organisation, Panorama Housing, and the possible discursive resources available to 
medial managers.  This provides the necessary background both to interpret the 
workplace context of Panorama managers generally, and to interpret the particular 
forms of identity work undertaken.  The second section analyses the stories told by 
medial managers about themselves which were elicited during interviews as forms of
narrative self-identity or self-presentation through a narrative structural analysis.  In 
the third section the manager texts are analysed paradigmatically in order to explore 
the particular social and organisational worlds constructed by managers through their
stories and the ways in which they position themselves within such social worlds 
through their self-narratives (Levi-Strauss, 1963, 1983).
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6.2 The organisational and discursive context
This section addresses stage 1 of the analytical process set out in chapter 5.4.2:
Figure 5 – Position of analysis of organisational discourses within the analytical process
The purpose of this section is to present an account of the ‘bounded system’ (Stake, 
1995) of the case study organisation, Panorama Housing.  The account draws upon a 
range of data collected over a fifteen month period which included interviews with 
the CEO and two executive directors, work-shadowing of individual managers, 
formal observations of team meetings and other internal and external organisational 
activities, and the collection of internal and external organisational documents and 
artefacts (section 5.2).  The section has three interconnected aims.  First, it aims to 
describe and characterise the case organisation, and to provide the reader with a 
flavour of its nature, culture and context.  Second, it aims to present an analysis of 
the discursive work undertaken by the organisation: the kind of organisation it is 
seeking to be, or to present itself as, and the kind of employees it is seeking to create
(Alvesson & Willmott, 2002; Belova, 2010; C. Casey, 1995).  Third, it aims to 
identify the significant discursive resources and subject positions available to, or 
impinging upon managers.  
6.2.1 Panorama Housing
Panorama Housing is a Registered Social Landlord (RSL) or housing association 
operating in the North West of England.  It was formed in 2006 to take over the 
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Figure 2 – Summary of the four stage analytical process 
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housing stock of a local authority, Seeborough Council.  Panorama’s origins are 
therefore embedded in Seeborough Council and the public sector, but it has changed 
significantly and deliberately since 2006.  After an initial period of establishing the 
new organisation and focusing on bringing the housing stock up to the national 
Decent Homes standard – one of the primary drivers for stock transfer – Panorama 
embarked on a programme of cultural change.  As the CEO explained:
Lots of [staff] had never worked for a housing association before, they’d 
only worked for the local authority and whilst the job that they did in the 
local authority might have been fine for the local authority it was a different 
day, we were a different kind of organisation.  We would stand or fall based 
on our own performance. – CEO, interview 
As well as seeking to “change people’s thinking, how they thought about themselves,
how they thought about the organisation, what they could achieve in the 
organisation” (CEO, interview) this process also involved a number of restructures, 
and staff and particularly manager turnover, so that the organisation had “skills and 
aptitudes and attitudes that we needed” (CEO, interview)  Of the twenty one 
managers interviewed in this study, fourteen joined the organisation after Panorama 
had been formed, and only three had been in their current post under Seeborough 
Council.  
When interviewed, the CEO identified the key to managing Panorama Housing as 
establishing a clear organisational identity and vision which was distinct from the old
Seeborough Council Housing.  There was much evidence of close control over key 
organisational messages and communications: team meetings all followed the same 
detailed agenda; staff notice boards and rest rooms carried a rolling programme of 
key messages such as recent accreditation success and a career support programme; 
free-standing banners carried a rolling programme of key organisational messages 
such as ‘Dare to be Different’; the organisation’s extensive website promotes a wide 
range of community events and successes as well as detailed quarterly performance 
updates; and the CEO personally ran workshops with staff in preparation for a staff 
engagement accreditation.  As an organisation, Panorama Housing appears to be 
deliberately seeking to create and present an organisational identity, with Panorama 
employees who fit and engage with that organisational identity.  The next section 
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sets out in more detail the nature of that presented organisational identity and some 
of the other discourses that exist within Panorama.
6.2.2 Key organisational discourses
Thematic analysis as described in section 5.4.3 (King & Horrocks, 2010) identified 
three overarching themes to characterise Panorama’s organisational identity: ‘being a
business’, ‘being the best’ and having a ‘shared moral purpose’.  Table 3 below 
summarises these themes and the key discourses derived from interpretative clusters 
which underpin them.  In presenting these overarching themes as dominant 
organisational discourses it is recognised that this constructs a version of the 
organisation by the researcher and requires other minor discourses to be necessarily 
suppressed (Brown, et al., 2005).
Being a business
Housing associations such as Panorama Housing represent a particular example of 
competing values (Oldenhof, et al., 2013) and organisational logics (Besharov & 
Smith, 2014) in the form of drivers to be both commercially and socially focused, or 
a ‘social business’ (Collier, 2005; Gruis & Nieboer, 2004a, 2004b) (see chapter 4.6). 
Given this tension, and notwithstanding full recognition of its social role and 
responsibilities discussed below, it is notable that Panorama presents and positions 
itself explicitly as a business.  It actively pursues a commercial business model 
through the creation of a parent company, Panorama Group, which enables property 
and central services to function as commercial subsidiaries, and which draws on a 
“set of corporate principles” through which it aims to achieve “profitable growth” 
and diversification (Panorama website).  However, the language of business also 
suffuses the content of organisational documents and artefacts.  Manager talk both in
interviews and in daily observed interactions commonly referred to the organisation 
as “the business” or “the company”, and commercial business terms such as 
“growing the business”, “markets”, “sustainability”, “saving on long term costs” and 
“balance sheet” were commonly used not only by managers but by many staff during
observed meetings.  Managers and staff appeared willing to embrace the concepts of 
seeking opportunities for business growth, and with using the language of a 
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Overarchin
g themes
Key 
discourses
Illustrative quotes
Being a 
business
Commercial 
business
“More and more places are paying board members...Also, our 
turnover last year was £14M, so it’s a significant responsibility.  
We have to compete for the best, most talented, experienced 
people.” – Manager to tenant scrutiny panel (contemporaneous 
notes)
Customers “[we are] providing excellent services to the paying customer.” –
CEO, interview 
Financial 
responsibilit
y  
“It’s a question of sustainability. People are “bedblocking” – 
we’ve got empty properties we could adapt for such people.  It 
might cost 15k but it saves on the long term costs.”
“But it’s hard to evidence what you’ve saved!  There’s no 
methodology for putting it on the balance sheet.” – Staff and 
manager discussion at a team meeting (contemporaneous notes)
Managers as 
leaders
Manager 
competency
“Managers are for us the authors of the message, not the simple 
deliverers of the message and there is a difference.” CEO, 
interview
“[Manager training] is key to us in business but actually quite 
key to you as an individual and development as well.” – 
Executive director, interview
Be the best
Achievement
Performance
“We’re doing about 100 to 150 interactions a week – which is 
really good.  But if it continues we’ll revise the target 
upwards...Turnover is over target but we’re really keeping 
pressure on it.” – Manager to team meeting (contemporaneous 
notes)
Continuous 
improvement
“It just seems to be in our DNA to want to improve, to want to get
better...  We’ve never been satisfied with standing still.” – CEO to
staff (contemporaneous notes)
Different to 
others
“We dare to be different” – Panorama website
Shared moral
purpose
Social 
responsibilit
y
“I don’t ever want to think that we didn’t do enough.  That’s why 
we’ll always go the extra mile.” – manager refection following 
work shadowing, contemporaneous notes
“We do what we say we will do” – Panorama website
Collective 
engagement
“We engaged every employee across the organisation in helping 
us to establish a vision mission and a set of values for the 
organisation.” – CEO, interview
“It’s organisational based so we don’t have individual targets 
and we don’t even have team targets, it’s more a target that 
everyone can touch on across the whole of the organisation... So 
it helped develop a self-awareness of what I do, how does that 
impact on other people across the business, how can I support 
other people across the business.” – Exec. director 2, interview 
Table 3 – Summary of the discursive context of Panorama Housing
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commercial business, or at least were prepared to use the common language of the 
organisation.
Within the general language of business a number of particularly strong discourses 
were identified.  There is a discourse of customers which draws heavily on 
commercial imperatives: tenants are typically referred to as “customers” and only 
described as tenants or residents in particular contexts such as documents written in 
response to regulatory requirements; and services are described as being “customer-
centred” and reflecting “customer care” and “customer choice”.  A second key 
discourse is one of financial responsibility: Panorama’s website makes a particular 
point of embracing financial efficiency and value for money as “sound business 
sense”.  Thirdly there is a strong discourse of managers as key organisational actors 
in the business.  The CEO emphasised the need for managers who had the skills and 
attitudes to manage in a commercial environment, and how the development and 
establishment of such managers had been achieved through a number of ways, 
including organisational re-structuring, enhanced recruitment procedures including 
the use of day-long assessment centres and implementing a wide-ranging programme
of compulsory and optional management training.  In particular, managers are seen 
as the essential means by which the organisation manages communication and key 
messages.  Managers are expected to be “the authors of the message, not simple 
deliverers” (CEO, interview).  Service managers attend monthly forums with all 
other service managers and directors, and are expected to discuss and debate issues 
“so rather than just being information forced upon them [sic], once they start getting 
into those discussions and debates about that information they start owning it” 
(executive director 2, interview).  They are expected to share the organisational 
vision and are “fundamental to inspiring people to better performance” (CEO, 
interview).  
Being the best
Panorama’s stated vision is “to be the best”.  While such aspirations are common in 
organisational mission statements they are supported in Panorama by several 
identified discourses.  One common discourse is that of continuous improvement, 
which forms the basis of an established organisational story.  Both the CEO and two 
directors spoke about how Panorama was created from a poorly performing council 
service – “customer satisfaction was low, staff morale was low, our financial 
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performance as we came out of the local authority was not where it should be” 
(CEO, interview) – and moved through becoming a successful organisation by 
national standards to becoming something unique: “once we’d achieved both of the 
targets within the first three years it was a case of, well what next - who are we, 
really” (executive director 1, interview).  The organisational story was regularly 
referenced during formal and informal observations, most explicitly when the CEO 
introduced a workshop on staff engagement when he reminded staff of where the 
organisation had come from, what it had achieved and what kind of an organisation 
that makes it: 
I don’t think we fully understand what we’ve achieved...It just seems to be in 
our DNA to want to improve, to want to get better...We’ve never been 
satisfied with standing still. – CEO, contemporaneous notes made from 
observation
This quote nicely illustrates the potential of the organisational story as a tool for 
sustaining an organisational culture: the drive to achieve and continuously improve 
is not externally imposed, but reflects who the organisation and its members are.
‘Being the best’ is particularly reinforced by a strong focus on performance and 
achievement.  Like all housing associations Panorama is required to measure its 
performance against a suite of national Key Performance Indicators (KPIs) and to 
agree local KPIs with tenants based on local priorities.  However, Panorama’s 
website is striking, compared to other local housing associations, for the amount of 
performance data it publishes: rather than simply publishing an annual report every 
KPI is reported on at least quarterly as performance against the organisation’s target, 
performance direction and performance against national and local benchmarks, and 
accompanied by a narrative explaining reasons for any dips in performance and 
actions being taken.  Given that the majority of social housing tenants are unlikely to
be interested in this level of detail, such rigorous public reporting may be interpreted 
as fulfilling other functions such as reinforcing an internal message that sustaining 
performance matters, and perhaps as an act of self-presentation to other parties such 
as government or potential business partners and clients.  Performance is also 
rigorously reported internally.  Team meetings all include an agenda item in which 
performance across all organisational KPIs is presented, not just those which the 
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team directly contributes to.  Service areas have to not only report monthly 
performance to the executive group but provide an internal narrative on each KPI.  
The importance of performance is also reinforced through an annual staff bonus if 
key targets are met across the organisation.  Accreditation and achievement also 
appeared as dominant themes.  The wall behind the main public reception is covered 
in certificates of awards and accreditations and the main board room is similarly 
decorated.  Panorama actively looks for awards and accreditations to apply for, and 
uses it to reinforce key messages of performance, improvement and ‘being the best’:
We’ve used the quality accreditations and awards...to engage people across 
the organisation...and when we’ve achieved something we’ve celebrated it, 
but we’ve used external accreditations to verify our performance... So in that
way employees across the organisation have been engaged in looking at the 
excellence and quality accreditations, applying them to their own services 
and thinking, okay, how do we compare and then we’ve used the results of 
those to help us focus in and improve. – CEO, interview   
Shared moral purpose
A shared moral purpose (or ‘doing the best’) characterises the second dimension of 
Panorama’s presentation of itself as a business.  It incorporates two key themes: a 
moral dimension of seeking to do the right thing, and a cultural dimension in which 
staff are positioned as having a collective commitment to the organisation’s moral 
purpose.
Although as a social landlord Panorama is a “social business, with a social purpose 
and responsibility” (Panorama website) its activities are nevertheless positioned 
within a wider moral framework.  The CEO emphasised when interviewed that 
building the organisation’s reputation and credibility was a key aim.  Panorama’s 
website repeatedly refers to the organisation’s ethical conduct, for example: “we do 
what we say we will do” and “doing the right things for the right reasons”; and it 
explains how the same high standards of conduct and “considerate practice” will 
apply to partners and contractors as well as to employees.  The website also draws on
the language of corporate social responsibility to position the organisation as one 
which goes beyond its core duties.  For example, a recurrent phrase is that 
Panorama’s commitment as a landlord is “not just bricks and mortar” i.e. building 
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and managing properties, but investing in and supporting neighbourhoods and the 
environment to “help communities grow and thrive”.  Panorama Housing engages in 
numerous community investment and philanthropic activities such as funding a 
major community festival, organising a ‘best garden’ competition and fundraising 
for and delivering Christmas hampers to vulnerable tenants.   Social responsibility 
also extends towards HR practices.  Panorama offers staff a range of organisational 
benefits such as flexible working and discounted gym membership, but these are 
explicitly described on its website as enabling and supporting staff to maintain a 
work-life balance and healthy lifestyle. 
The second dimension of a shared moral purpose is the positioning of staff as 
collectively sharing in and being committed to the organisation’s vision and values.  
The CEO was explicit in identifying both the importance of engaging staff in the 
organisation’s vision, and the value of the notion of shared responsibility and 
interdependence in mobilising staff commitment:
And there was an element of psychology in a sense of this notion of any 
organisation only being as good as the people that it employs and one of the 
things that I said to people was that if that is true then if we’re good we’re 
good because you’re good. If we’re not so good then it raises questions of 
how good are we as a collective and it’s about us as a great big team but it’s 
also about us as individuals, about us working for each other, supporting 
each other. – CEO, interview 
Both the CEO and directors described an extensive programme of staff consultation 
and engagement in developing the organisation’s vision and values, and ongoing 
structures to support information sharing and collective responsibility.  These 
include all-team briefings at the start and end of the week in which teams share 
information about events and planned activities, similar cross-organisational 
managers meetings, monthly team meetings which include performance updates 
from across the organisation, annual team away days in which the team or service 
business plan is finalised with the input of all team members, quarterly meetings 
between staff representatives and the CEO and an annual staff bonus which is based 
on organisation-level targets such as attendance and achieving particular KPIs.  
Panorama has also entered national staff engagement awards for a number of years 
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and uses these as a way both of identifying and acting on ongoing staff perceptions, 
needs and expectations, and of reinforcing its key messages.
6.2.3 Summary – the discursive context at Panorama Housing
This section has sought to characterise the nature of the organisation and to provide a
flavour of its culture and context, particularly through an analysis of the discursive 
work undertaken by the organisation.  It has identified three dominant themes of 
being a business, comprising key discourses of customers, financial responsibility 
and managers as professionals and leaders; being the best, comprising discourses of 
continuous improvement, performance and achievement; and a shared moral 
purpose, including discourses of social responsibility and collective responsibility.  
Moreover, the section has highlighted the explicit intention on the part of the CEO 
and executive directors to promote a clear organisational identity of “who are we, 
really”.  Panorama can be seen as engaging in sensebreaking (Pratt, 2000) by 
emphasising how the old council ways no longer work, and in sensegiving (Pratt, 
2000) by representing the organisation as something positive and distinctive, through
discursive reference to ‘we’ and to what it means to be a prototypical member of the 
organisation (Ashforth, et al., 2008; Ashforth & Mael, 1989; Costas & Fleming, 
2009), and through recruiting employees who are pre-disposed to the organisational 
values and aims (Brown, et al., 2005).  A particular tool in this process has been the 
organisational story of being created out of something that was failing and becoming
something uniquely successful, and which may be seen as helping to create a 
collective mnemonic (Wertsch, 2013) which a community believes is unique to 
them.  
Nevertheless, despite the efforts of the organisational leadership to construct a strong
and coherent organisational identity, there remain potential tensions and ambiguities 
which may afford discursive and epistemological spaces for organisational actors
(Clarke, et al., 2009; Sveningsson & Alvesson, 2003).  As a housing association and 
a ‘social business’ (section 4.6) Panorama is a hybrid organisation built on multiple 
and competing institutional logics (Besharov & Smith, 2014) which imply 
competing values (Oldenhof, et al., 2013) and responsibilities to multiple 
stakeholders.  These can translate into practical tensions and dilemmas for 
organisational members.  For example, there is a potential tension between the 
organisation’s work to deliver social housing based on tenant and community need, 
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and the requirement to record and report evidence of that work in order to measure 
performance and demonstrate value for money: more than one manager remarked, 
during work shadowing, that they regarded performance reporting as “important” but
also as “taking us away from the real job”.  Within Panorama’s own ambitions there 
are also potential tensions, for example between its commitment to employee 
involvement, engagement and welfare, and its commitment to continuous 
improvement: what happens if staff are not (always) willing or able to continually 
improve and develop?  In addition to ambiguities created by competing logics, the 
strength and accessibility of particular discourses promoted within Panorama also 
creates opportunities for organisational actors to not only privilege one discourse 
over another, but to use it to counter another.  That is, the organisation itself may 
provide organisational actors with resources and support to construct very personal 
meanings and interpretations of their organisational roles.  The ways in which medial
managers at Panorama Housing accept, accommodate, adapt, counter or resist 
organisational discourses will be further examined in the following chapters and 
particularly in chapter 7.
6.3 Medial manager texts: narrative analysis
This section starts to present the findings of the second stage of analysis; that is, 
analysis of the medial manager interview texts and the stories they told about 
themselves, in order to explore and interpret the personal meanings of the manager’s 
organisational role within a personal understanding of their organisational and social 
world, while recognising the texts as self-presentations within the context of a 
research interview.  It therefore starts to address research objective 3: to uncover 
how managers personally understand their organisational roles, and the personal 
meanings that they attribute to their roles.  This section presents a narrative analysis 
of the interview texts, following the methods set out in section 5.4.3.  Drawing on 
and iteratively developing the narrative functions and roles identified by Propp
(1968) a narrative analysis is applied to both the manager’s chosen story(s) and the 
interview text as a whole, read as narrative, to identify the plot structure of each 
story, the narrative role(s) adopted by the manager, other narrative roles which 
feature in the story and the organisational and other actors who populate these roles.  
Figure 6 summarises the position of narrative analysis within the overall analytical 
processes.
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Figure 6 – Position of narrative analysis in the analytical process
Twenty one medial managers participated in the research.  They represented three 
hierarchical levels within the organisation: team leaders (N=11), service managers 
(N=8) and operations directors (N=2).  Each manager has been randomly assigned an
identifying surname.  A summary of participating managers by organisational level 
is presented in table 4 below.
Organisational level Medial managers
Team leader Dawson
Goddard
Irwin
Kendall
Long
Miller
Newton
Oakley
Potter
Varley
Woods
Service manager Abbott
Bailey
Chapman
Fleming
Hancock
Jennings
Reed
Taylor
Operations director Everett Shaw
Table 4 – Medial managers at Panorama Housing 
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Figure 2 – Summary of the four stage analytical process 
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6.3.1 Reading manager stories as subjects
The twenty one managers at Panorama Housing were invited to tell any story of their
choosing, which they felt expressed something of the nature and personal meaning of
their organisational role.  Before going on to a detailed analysis of the stories it is 
instructive to review the choice of story subjects as expressions of the manager’s 
organisational role.  That is, the focus is on the deliberate self-presentations of 
medial managers rather than analysis of any underlying or meta-stories (which will 
be further discussed in section 6.3.2).  A summary of the chosen stories, with 
illustrative quotes which characterise the meaning of the story for the manager 
and/or of the reasons for their choice of story, is presented in table 5 below.  It 
should be noted that certain details have necessarily been omitted from the stories in 
order to retain the anonymity of participants.  Where a distinction is made between 
the stories initially chosen and told by managers, and any identified meta-story, this 
is indicated in the table.
The stories chosen by Panorama managers range in scope and scale. They include 
major strategic and external projects such as leading a change management 
programme in response to government-driven change or a programme to deliver 
improvements to customer services; long term internal projects such as reforming or 
developing a service area; fulfilling organisational tasks such as organising a 
community event or system configuration; on-going and daily work such as 
managing the staff rota or assisting customers; extraordinary events such as an 
emergency flood or stock transfer; managing relationships with staff and managing 
staff needs and expectations; and stories of personal progress such as promotion and 
struggle for recognition.  
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Table 5 – Summary of medial manager stories
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ll 
m
y 
te
am
 th
at
 th
ey
’r
e 
re
pr
es
en
tin
g 
m
e,
 so
 if
 th
ey
 m
ak
e 
a 
m
is
ta
ke
 I 
m
ak
e 
a 
m
is
ta
ke
” 
– 
an
d 
th
ey
 to
ok
 p
er
so
na
l i
nt
er
es
t i
n 
th
e 
w
or
k 
of
 th
e 
te
am
 a
nd
 te
am
 m
em
be
rs
: “
I’
m
 
en
th
us
ia
st
ic
 a
nd
 I’
m
 a
 g
oo
d 
m
ot
iv
at
or
, a
nd
 I 
ju
st
 e
nc
ou
ra
ge
 p
eo
pl
e.
” 
 N
ow
, n
ot
 o
nl
y 
is
 th
e 
se
rv
ic
e 
ar
ea
 su
cc
es
sf
ul
 b
ut
 C
ha
pm
an
’s
 v
is
io
n 
an
d 
en
th
us
ia
sm
 h
av
e 
in
flu
en
ce
d 
th
e 
w
ho
le
 o
rg
an
is
at
io
n 
by
 
de
ve
lo
pi
ng
 a
 c
ul
tu
re
 o
f s
uc
ce
ss
 a
nd
 st
af
f d
ev
el
op
m
en
t. 
 T
he
 o
rg
an
is
at
io
n 
ha
s n
ow
 w
on
 n
at
io
na
l 
aw
ar
ds
 fo
r i
ts
 p
eo
pl
e 
m
an
ag
em
en
t “
so
 I 
th
in
k 
I’
m
 d
oi
ng
 so
m
et
hi
ng
 ri
gh
t”
. 
“T
he
 m
or
e 
I’
ve
 so
ld
 it
, t
he
 m
or
e 
I’
ve
 sa
id
 it
, t
he
 
be
tte
r i
t m
ak
es
 se
ns
e 
re
al
ly
...
 [s
en
io
r m
an
ag
er
s]
 
ju
st
 ju
m
pe
d 
on
 b
oa
rd
...
.I’
ve
 a
lw
ay
s t
ho
ug
ht
 th
at
’s
 
th
e 
be
st
 w
ay
 to
 d
o 
th
in
gs
, a
nd
 th
at
’s
 w
ha
t I
’v
e 
ju
st
 
in
st
ill
ed
 in
 th
e 
bu
si
ne
ss
...
I’
ve
 b
ro
ug
ht
 th
at
 in
 
m
ys
el
f, 
in
 m
y 
vi
si
on
, ’
ca
us
e 
I t
hi
nk
 th
at
’s
 th
e 
be
st
 
th
in
g 
to
 d
o.
” 
 “S
o 
I g
ue
ss
 th
at
’s
 w
ha
t i
t s
ay
s a
bo
ut
 m
e 
is
, y
ou
 
kn
ow
, I
’v
e 
su
st
ai
ne
d 
m
y 
en
th
us
ia
sm
...
I t
hi
nk
 I 
ad
d,
 y
ou
 k
no
w
, I
 in
sp
ir
e 
so
m
e 
pe
op
le
.  
I d
ef
in
ite
ly
 
ad
d 
to
 th
e 
ha
pp
in
es
s o
f t
he
 o
rg
an
is
at
io
n.
 S
o 
I 
su
pp
os
e 
th
at
 if
 so
m
eo
ne
 sa
id
 w
ha
t d
o 
yo
u 
w
an
t t
o 
be
 re
m
em
be
re
d 
fo
r t
he
n 
it’
s t
ha
t, 
I t
hi
nk
 I’
m
 g
oo
d 
to
 w
or
k 
w
ith
, a
nd
 th
at
 so
rt
 o
f t
hi
ng
.”
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M
an
ag
er
 
C
ho
se
n 
st
or
y(
s)
 
an
d 
ca
te
go
ri
sa
tio
n 
St
or
y 
su
m
m
ar
y 
T
he
 m
ea
ni
ng
 o
f t
he
 st
or
y 
fo
r 
th
e 
m
an
ag
er
 
D
aw
so
n 
 Te
am
 
le
ad
er
 
C
el
eb
ra
tin
g 
th
e 
te
am
’s
 su
cc
es
se
s i
n 
he
lp
in
g 
cu
st
om
er
s 
m
an
ag
e 
pr
ob
le
m
s 
 Ba
ttl
e 
D
aw
so
n 
an
d 
th
ei
r t
ea
m
 h
av
e 
lo
ng
 b
ee
n 
co
m
m
itt
ed
 to
 h
el
pi
ng
 c
us
to
m
er
s r
es
ol
ve
 p
ro
bl
em
s. 
 T
he
y 
re
sp
on
d 
bo
th
 to
 d
ire
ct
 re
qu
es
ts
 fo
r h
el
p 
fr
om
 c
us
to
m
er
s a
nd
 to
 re
fe
rr
al
s f
ro
m
 o
th
er
 P
an
or
am
a 
se
rv
ic
es
, a
nd
 w
hi
le
 D
aw
so
n’
s s
ta
ff
 d
ea
l d
ire
ct
ly
 w
ith
 th
e 
cu
st
om
er
s,
 D
aw
so
n 
is
 in
tim
at
el
y 
in
vo
lv
ed
, 
pr
ov
id
in
g 
cl
os
e 
su
pp
or
t a
nd
 g
ui
da
nc
e 
to
 st
af
f a
s t
he
y 
m
an
ag
e 
cu
st
om
er
 p
ro
bl
em
s, 
fo
llo
w
in
g 
th
ei
r 
pr
og
re
ss
 a
nd
 c
el
eb
ra
tin
g 
re
su
lts
: “
B
ec
au
se
 it
 is
 n
ot
 ju
st
 k
no
w
in
g 
ab
ou
t e
ac
h 
ot
he
r, 
w
e 
te
nd
 to
 k
no
w
 
ea
ch
 o
th
er
’s
 c
as
es
...
 w
e 
co
m
m
un
ic
at
e 
qu
ite
 a
 b
it 
ab
ou
t w
ha
t w
e’
re
 d
oi
ng
, w
ha
t i
ss
ue
s w
e’
re
 c
om
in
g 
 
up
 a
ga
in
st
...
ho
w
 d
id
 th
at
 g
o.
..w
e’
re
 a
ll 
en
th
us
ia
st
ic
 to
 k
no
w
.”
  T
he
 te
am
 a
re
 ty
pi
ca
lly
 su
cc
es
sf
ul
 in
 
ac
hi
ev
in
g 
be
tte
r o
ut
co
m
es
 fo
r c
us
to
m
er
s, 
bu
t t
he
 c
on
tin
ui
ng
 c
ha
lle
ng
es
 fa
ci
ng
 c
us
to
m
er
s 
m
ea
n 
th
at
 
th
e 
w
or
k 
go
es
 o
n.
 
 
“I
’m
 p
ro
ud
 o
f t
he
 te
am
 a
nd
 I’
m
 p
ro
ud
 o
f w
ha
t w
e 
tr
y 
to
 a
ch
ie
ve
 a
nd
 th
at
, s
o 
in
 th
at
 re
sp
ec
t I
 
th
in
k.
..s
om
et
im
es
 y
ou
 c
an
 h
ol
d 
yo
ur
 h
ea
d 
up
 h
ig
h 
an
d 
th
in
k.
..I
’v
e 
do
ne
, a
t l
ea
st
 I’
ve
 tr
ie
d 
to
 h
el
p 
so
m
eo
ne
, I
’v
e 
do
ne
 m
y 
be
st
 fo
r 
th
em
...
An
d 
it’
s 
be
en
 a
 su
cc
es
s 
st
or
y 
w
he
re
 w
e 
ar
e.
..I
 th
in
k 
th
e 
te
am
 a
ll 
to
 fe
el
 th
e 
w
ay
 w
e 
ar
e 
ab
ou
t t
hi
ng
s (
p)
 
an
d 
yo
u 
kn
ow
 I’
m
 ju
st
 g
la
d 
fo
r 
th
at
.”
 
 
E
ve
re
tt
 
 O
pe
ra
tio
ns
 
di
re
ct
or
 
C
o-
or
di
na
tin
g 
a 
st
ra
te
gi
c 
re
sp
on
se
 to
 
le
gi
sl
at
iv
e 
ch
an
ge
s 
af
fe
ct
in
g 
cu
st
om
er
s 
an
d 
th
e 
or
ga
ni
sa
tio
n 
 Ba
ttl
e 
 
B
ot
h 
Pa
no
ra
m
a 
an
d 
m
an
y 
of
 it
s c
us
to
m
er
s h
av
e 
be
en
 a
ff
ec
te
d 
by
 re
ce
nt
 le
gi
sl
at
iv
e 
ch
an
ge
s, 
an
d 
Ev
er
et
t w
as
 re
sp
on
si
bl
e 
fo
r c
o-
or
di
na
tin
g 
th
e 
or
ga
ni
sa
tio
na
l s
tra
te
gi
c 
re
sp
on
se
.  
Th
e 
ch
al
le
ng
e 
w
as
 
co
ns
id
er
ab
le
, w
ith
 o
ve
r t
w
o 
th
ou
sa
nd
 c
us
to
m
er
s a
ff
ec
te
d 
an
d 
th
e 
th
re
at
 o
f s
ig
ni
fic
an
tly
 re
du
ce
d 
re
nt
al
 in
co
m
e,
 b
ut
 it
 w
as
 a
 c
ha
lle
ng
e 
th
at
 E
ve
re
tt 
em
br
ac
ed
 b
ec
au
se
 th
ey
 a
re
 c
om
m
itt
ed
 b
ot
h 
to
 
cu
st
om
er
s a
nd
 to
 th
e 
or
ga
ni
sa
tio
n.
  T
he
y 
ad
op
te
d 
a 
ha
nd
s-
on
 a
nd
 p
er
so
na
l a
pp
ro
ac
h 
th
ro
ug
ho
ut
, 
ta
lk
in
g 
to
 st
af
f a
nd
 c
us
to
m
er
s t
he
m
se
lv
es
 to
 u
nd
er
st
an
d 
th
ei
r n
ee
ds
, s
en
di
ng
 st
af
f t
o 
co
lle
ct
 
in
fo
rm
at
io
n 
fr
om
 c
us
to
m
er
s a
nd
 c
o-
or
di
na
tin
g 
di
ffe
re
nt
 se
rv
ic
e 
ar
ea
s;
 a
nd
 th
e 
or
ga
ni
sa
tio
n’
s 
re
sp
on
se
 re
fle
ct
s E
ve
re
tt’
s o
w
n 
pe
rs
on
al
 v
al
ue
s o
f b
ot
h 
he
lp
in
g 
cu
st
om
er
s i
n 
ne
ed
 a
nd
 e
ns
ur
in
g 
th
at
 
th
ey
 m
ee
t t
he
ir 
re
sp
on
si
bi
lit
ie
s a
s t
en
an
ts
.  
A
lth
ou
gh
 th
e 
si
tu
at
io
n 
is
 o
n-
go
in
g 
Ev
er
et
t h
as
 b
ee
n 
su
cc
es
sf
ul
 so
 fa
r: 
“a
s a
 b
us
in
es
s w
e’
ve
 c
ha
ire
d,
 I’
ve
 c
ha
ire
d 
m
y 
w
ay
 th
ro
ug
h 
or
 w
e’
ve
 m
an
ag
ed
 a
 
ve
ry
 d
iff
ic
ul
t c
ha
lle
ng
e 
w
hi
ch
 w
as
 h
ap
pe
ni
ng
 n
at
io
na
lly
.  
W
e’
ve
 tr
an
sl
at
ed
 th
at
 lo
ca
lly
, w
e’
ve
 
w
or
ke
d 
as
 a
 te
am
 in
te
rn
al
ly
, w
e’
ve
 w
or
ke
d 
as
 a
 te
am
 a
cr
os
s S
ee
bo
ro
ug
h.
” 
   
“A
nd
 I 
pi
ck
ed
 th
is
 b
ec
au
se
 it
, i
t i
nv
ol
ve
s 
a 
nu
m
be
r 
of
 fa
ce
ts
 r
ea
lly
 th
at
 k
in
d 
of
 e
xp
la
in
 m
e.
..I
 li
ke
 th
e 
pe
op
le
 si
de
 o
f w
ha
t I
 d
o 
an
d 
so
 th
is
[c
ha
ng
e]
 
pr
es
en
te
d 
a 
re
al
 c
ha
lle
ng
e 
in
 h
ow
 w
e 
he
lp
 o
ur
 
cu
st
om
er
s t
hr
ou
gh
 it
...
he
lp
in
g 
th
em
 to
 b
e 
in
de
pe
nd
en
t, 
he
lp
in
g 
th
em
 to
 e
xe
rc
is
e 
ch
oi
ce
 b
ut
, 
tr
yi
ng
 to
 h
el
p 
th
em
 to
 a
dj
us
t..
..a
nd
 th
is
 is
 k
in
d 
of
 
th
e 
se
co
nd
 fa
ce
t w
e’
re
 a
 b
us
in
es
s,
 so
  I
’v
e 
go
t, 
yo
u 
kn
ow
, I
’m
 v
er
y 
bu
si
ne
ss
 o
ri
en
ta
te
d 
as
 
w
el
l..
.s
o 
I’
m
 v
er
y 
in
te
re
st
ed
 in
 h
ow
, y
ou
 k
no
w
, t
he
 
bu
si
ne
ss
 s
uc
ce
ed
s a
nd
 v
er
y 
in
te
re
st
ed
 h
ow
 it
 
ob
vi
ou
sl
y 
ke
ep
s i
ts
 in
co
m
e 
ge
ne
ra
te
d.
” 
 
Fl
em
in
g 
 Se
rv
ic
e 
m
an
ag
er
 
C
ho
se
n 
st
or
y 
 R
ef
or
m
in
g 
th
ei
r 
se
rv
ic
e 
ar
ea
 
 Ba
ttl
e 
 
W
he
n 
Fl
em
in
g 
to
ok
 o
n 
th
ei
r s
er
vi
ce
 a
re
a 
th
ey
 w
er
e 
“h
or
rif
ie
d”
 a
t s
om
e 
of
 th
e 
pr
ac
tic
es
 th
at
 th
ey
 
fo
un
d.
  M
uc
h 
of
 th
is
, t
he
y 
fo
un
d,
 w
as
 a
 re
su
lt 
of
 p
re
vi
ou
s m
an
ag
er
s w
ho
 h
ad
 n
ot
 b
ee
n 
ab
le
 to
 
m
an
ag
e 
th
e 
se
rv
ic
e 
ef
fe
ct
iv
el
y 
an
d 
in
st
ea
d 
pu
sh
ed
 d
ow
n 
th
e 
pr
es
su
re
 o
nt
o 
th
ei
r s
ta
ff
: “
th
ey
 w
er
e 
al
w
ay
s 
w
ai
tin
g 
fo
r t
he
 d
oo
r t
o 
op
en
 a
nd
 fo
r t
he
m
 to
 fa
ll 
th
ro
ug
h,
 th
ey
 w
er
e 
al
w
ay
s 
w
ai
tin
g 
fo
r t
he
 
ra
nt
s, 
th
ey
 w
er
e 
w
ai
tin
g 
fo
r t
he
 a
tta
ck
”.
  A
s a
 re
su
lt,
 st
af
f w
er
e 
de
m
ot
iv
at
ed
 a
nd
 d
is
tru
st
fu
l, 
an
d 
Fl
em
in
g 
re
so
lv
ed
 to
 im
pr
ov
e 
bo
th
 th
e 
se
rv
ic
e 
pe
rfo
rm
an
ce
 a
nd
 st
af
f m
or
al
e.
  F
le
m
in
g 
w
as
 a
bl
e 
to
 
ad
dr
es
s p
er
fo
rm
an
ce
 re
la
tiv
el
y 
qu
ic
kl
y 
th
ro
ug
h 
m
ak
in
g 
a 
nu
m
be
r o
f c
ha
ng
es
 to
 w
or
kl
oa
d 
di
st
rib
ut
io
n,
 b
ut
 th
ey
 so
on
 re
al
is
ed
 th
at
 th
e 
ke
y 
to
 re
du
ci
ng
 p
re
ss
ur
e 
on
 st
af
f –
 a
s w
el
l a
s 
pe
rfo
rm
an
ce
 –
 w
as
 to
 h
av
e 
a 
de
ta
ile
d 
un
de
rs
ta
nd
in
g 
of
 th
e 
se
rv
ic
e 
ar
ea
 a
nd
 b
e 
ab
le
 to
 g
iv
e 
se
ni
or
 
m
an
ag
er
s “
co
nf
id
en
ce
”,
 p
ar
tic
ul
ar
ly
 a
fte
r a
 d
iff
ic
ul
t e
ar
ly
 m
ee
tin
g 
w
he
n 
Fl
em
in
g 
w
as
 u
na
bl
e 
to
 
an
sw
er
 s
en
io
r m
an
ag
er
 q
ue
st
io
ns
 sa
tis
fa
ct
or
ily
.  
Th
ey
 a
ls
o 
ha
d 
to
 g
ai
n 
th
e 
tru
st
 o
f s
ta
ff
 a
nd
 w
en
t 
ab
ou
t t
hi
s b
y 
be
in
g 
ho
ne
st
 a
nd
 o
pe
nl
y 
ad
m
itt
in
g 
an
y 
m
is
ta
ke
s. 
 N
ow
 th
e 
se
rv
ic
e 
is
 p
er
fo
rm
in
g 
w
el
l 
an
d 
Fl
em
in
g 
is
 tr
us
te
d 
by
 b
ot
h 
se
ni
or
 m
an
ag
er
s a
nd
 st
af
f. 
“W
he
n 
I’
d 
st
ar
te
d 
th
e 
ro
le
 I 
w
as
 h
or
ri
fie
d 
to
 h
ea
r 
so
rt
 o
f s
om
e 
of
 th
e 
pr
ac
tic
es
 th
at
 w
er
e 
ta
ki
ng
 
pl
ac
e.
..T
he
re
 w
as
 a
 lo
t o
f m
is
tr
us
t. 
 L
ik
e 
I s
ay
, 
pe
op
le
 w
er
e 
th
er
e 
no
t p
ut
tin
g 
a 
10
0%
 in
, t
he
y 
w
er
e 
ba
si
ca
lly
 th
er
e 
to
 g
et
 th
e 
pa
y 
to
 g
o 
ho
m
e.
..t
he
re
 w
as
 a
 lo
t o
f g
os
si
p,
 a
 lo
t o
f 
ne
ga
tiv
ity
 a
ro
un
d 
th
e 
te
am
 so
 p
er
fo
rm
an
ce
 th
en
 
su
ffe
re
d.
” 
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M
an
ag
er
 
C
ho
se
n 
st
or
y(
s)
 
an
d 
ca
te
go
ri
sa
tio
n 
St
or
y 
su
m
m
ar
y 
Th
e 
m
ea
ni
ng
 o
f t
he
 st
or
y 
fo
r 
th
e 
m
an
ag
er
 
Fl
em
in
g 
/c
on
tin
ue
d 
M
et
a-
st
or
y 
 
 Su
cc
ee
di
ng
 a
s a
 
m
an
ag
er
 
 Ex
is
te
nt
ia
l s
tru
gg
le
  
Ea
rly
 o
n 
in
 th
ei
r r
ol
e 
Fl
em
in
g 
at
te
nd
ed
 th
ei
r f
irs
t p
er
fo
rm
an
ce
 m
ee
tin
g,
 w
hi
ch
 w
en
t b
ad
ly
.  
Fl
em
in
g 
w
as
 su
rp
ris
ed
 a
t t
he
 n
um
be
r o
f q
ue
st
io
ns
 th
ey
 w
er
e 
be
in
g 
as
ke
d 
by
 se
ni
or
 m
an
ag
er
s a
bo
ut
 th
e 
se
rv
ic
e 
an
d 
th
ey
 w
er
e 
un
ab
le
 to
 a
ns
w
er
 th
em
 b
ec
au
se
 th
ey
 d
id
 n
ot
 h
av
e 
th
e 
ne
ce
ss
ar
y 
in
fo
rm
at
io
n 
to
 
ha
nd
.  
Fl
em
in
g 
re
al
is
ed
 th
at
 “
it 
w
as
n’
t g
iv
in
g 
th
e 
se
ni
or
 m
an
ag
er
s 
co
nf
id
en
ce
 th
at
 I 
co
ul
d 
do
 th
e 
jo
b”
.  
Th
ey
 th
er
ef
or
e 
un
de
rto
ok
 a
 se
rie
s o
f a
ct
io
ns
 in
 o
rd
er
 to
 fu
lfi
l t
he
 o
rg
an
is
at
io
n’
s e
xp
ec
ta
tio
ns
 o
f 
th
em
 a
s a
 m
an
ag
er
, i
nc
lu
di
ng
 b
ei
ng
 a
bl
e 
to
 g
iv
e 
de
ta
ile
d 
na
rr
at
iv
es
 a
nd
 fo
re
ca
st
s f
or
 th
ei
r s
er
vi
ce
 
ar
ea
 a
nd
 g
ai
ni
ng
 p
os
iti
ve
 fe
ed
ba
ck
 fr
om
 st
af
f. 
 N
ev
er
th
el
es
s, 
th
e 
jo
ur
ne
y 
w
as
 b
um
py
 a
nd
 F
le
m
in
g 
ha
d 
fu
rth
er
 m
ee
tin
gs
 w
ith
 se
ni
or
 m
an
ag
er
s i
n 
w
hi
ch
 th
ey
 fo
un
d 
th
at
 th
ey
 w
er
e 
fa
ili
ng
 to
 m
ee
t 
ex
pe
ct
at
io
ns
.  
N
ow
, h
ow
ev
er
, F
la
m
in
g 
is
 c
ite
d 
as
 th
e 
m
an
ag
er
 w
ho
 is
 a
lw
ay
s p
re
pa
re
d,
 a
nd
 F
le
m
in
g 
th
em
se
lv
es
 h
as
 sh
ow
n 
re
si
lie
nc
e 
an
d 
pe
rs
is
te
nc
e 
in
 b
ec
om
in
g 
a 
su
cc
es
sf
ul
 m
an
ag
er
: “
it’
s w
ha
t y
ou
 
do
 fr
om
 th
at
 p
oi
nt
...
do
 y
ou
 th
en
 b
re
ak
 d
ow
n 
or
 d
o 
yo
u 
pi
ck
 y
ou
rs
el
f u
p 
an
d 
sh
ak
e 
yo
ur
se
lf 
of
f a
nd
 
m
ov
e 
fo
rw
ar
d.
”  
 
 
“A
nd
 I 
un
de
rs
ta
nd
 th
at
 n
ow
 m
or
e 
th
an
 e
ve
r, 
it’
s 
so
m
et
hi
ng
 p
ro
ba
bl
y 
I w
as
n’
t a
s a
cu
te
ly
 a
w
ar
e 
of
 
in
 th
e 
pa
st
, s
ay
 in
 o
th
er
 ro
le
s b
ut
 I 
do
 u
nd
er
st
an
d 
no
w
.  
If 
yo
u 
kn
ow
 y
ou
r s
tu
ff 
an
d 
if 
yo
u 
do
 y
ou
r 
re
se
ar
ch
, y
ou
 d
o 
yo
ur
 b
ac
kg
ro
un
d,
 p
eo
pl
e 
ha
ve
 
go
t c
on
fid
en
ce
 in
 y
ou
 (p
) t
he
n 
(p
au
se
) i
t m
ak
es
 
lif
e 
a 
lo
t e
as
ie
r. 
 If
 y
ou
 b
um
bl
e 
ab
ou
t a
nd
 y
ou
, y
ou
 
kn
ow
, y
ou
’r
e 
no
t p
re
pa
re
d,
 y
ou
 d
on
’t 
kn
ow
 y
ou
r 
po
si
tio
n,
 y
ou
 d
on
’t 
kn
ow
 th
e 
re
as
on
s b
eh
in
d 
th
at
.”
 
G
od
da
rd
 
 Te
am
 
le
ad
er
 
B
ec
om
in
g 
a 
te
am
 
le
ad
er
 –
 th
e 
‘r
is
e 
fr
om
 th
e 
sh
op
 fl
oo
r’ 
 Pe
rs
on
al
 q
ue
st
 
G
od
da
rd
 w
as
 a
n 
ex
pe
rie
nc
ed
 o
ff
ic
er
 w
ho
se
 c
ar
ee
r h
as
 m
irr
or
ed
 th
e 
cr
ea
tio
n 
an
d 
gr
ow
th
 o
f 
Pa
no
ra
m
a:
 “
I’
ve
 se
en
 it
 fr
om
 th
e 
be
gi
nn
in
g”
.  
G
od
da
rd
 w
an
te
d 
to
 “
pr
og
re
ss
 m
y 
ca
re
er
” 
an
d 
fo
un
d 
im
m
ed
ia
te
 su
pp
or
t f
ro
m
 th
ei
r m
an
ag
er
 w
ho
 g
av
e 
th
em
 a
dd
iti
on
al
 re
sp
on
si
bi
lit
ie
s a
nd
 su
pp
or
te
d 
th
ei
r 
ap
pl
ic
at
io
n 
fo
r p
ro
m
ot
io
n.
  G
od
da
rd
 w
as
 su
cc
es
sf
ul
ly
 p
ro
m
ot
ed
, b
ut
 th
en
 fa
ce
d 
th
e 
ch
al
le
ng
e 
of
 
“h
av
in
g 
to
 m
an
ag
e 
pe
op
le
 w
ho
 y
ou
 w
er
e 
on
ce
 b
ef
or
e”
.  
H
ow
ev
er
, G
od
da
rd
 c
on
tin
ue
d 
to
 re
ce
iv
e 
su
pp
or
t f
ro
m
 th
ei
r m
an
ag
er
, i
nc
lu
di
ng
 fo
rm
al
 m
an
ag
em
en
t t
ra
in
in
g,
 a
nd
 h
as
 b
ee
n 
ab
le
 to
 
su
cc
es
sf
ul
ly
 m
an
ag
e 
st
af
f t
hr
ou
gh
 th
ei
r p
er
so
na
l k
no
w
le
dg
e 
of
 th
e 
se
rv
ic
e:
 “
so
 I 
kn
ow
 th
e 
is
su
es
 th
at
 
th
ey
 fa
ce
, I
 k
no
w
 th
e 
di
ffi
cu
lti
es
, I
 k
no
w
 th
e 
ch
al
le
ng
es
”.
 
 
“I
 se
e 
m
y 
ro
le
 b
ei
ng
 (p
au
se
) t
ha
t I
 d
ev
el
op
ed
 
fr
om
 th
e 
bo
tto
m
 u
pw
ar
ds
 so
, y
ou
 k
no
w
, I
 h
av
en
’t 
co
m
e 
in
to
 th
e 
ro
le
 th
at
 I’
m
 d
oi
ng
 n
ow
 n
ot
 
kn
ow
in
g 
(p
au
se
) a
bo
ut
 h
ow
 th
e 
ev
er
yd
ay
 (p
au
se
) 
ta
sk
s a
re
 d
ea
lt 
w
ith
 o
f b
ei
ng
 [a
n 
of
fic
er
] 
so
 I 
kn
ow
 th
e 
is
su
es
 th
at
 th
ey
 fa
ce
,  
I k
no
w
 th
e 
di
ffi
cu
lti
es
, I
 k
no
w
 th
e 
ch
al
le
ng
es
”.
 
 
H
an
co
ck
 
 Se
rv
ic
e 
m
an
ag
er
 
Th
e 
st
oc
k 
tra
ns
fe
r 
 Ba
ttl
e 
     B
ec
om
in
g 
a 
m
an
ag
er
 
 Ex
is
te
nt
ia
l s
tr
ug
gl
e 
   
Te
na
nt
s w
er
e 
du
e 
to
 v
ot
e 
on
 w
he
th
er
 to
 tr
an
sf
er
 c
ou
nc
il 
ho
us
in
g 
st
oc
k 
in
 o
rd
er
 to
 c
re
at
e 
a 
ne
w
 
ho
us
in
g 
as
so
ci
at
io
n.
  A
 g
ro
up
 o
pp
os
ed
 to
 st
oc
k 
tra
ns
fe
r o
f c
ou
nc
il 
ho
us
in
g 
w
er
e 
try
in
g 
to
 in
flu
en
ce
 
th
e 
vo
te
 b
y 
m
is
-in
fo
rm
at
io
n,
 p
ro
te
st
, a
nd
 in
tim
id
at
io
n,
 a
nd
 d
es
pi
te
 e
xp
ec
ta
tio
ns
 th
e 
vo
te
 w
as
 lo
st
 
am
on
gs
t a
lle
ga
tio
ns
 o
f v
ot
e-
rig
gi
ng
: “
th
er
e 
w
as
 d
irt
y 
de
al
in
gs
”.
  H
ow
ev
er
, t
en
an
ts
 c
am
e 
to
 re
al
is
e 
th
at
 tr
an
sf
er
 w
as
 th
e 
on
ly
 w
ay
 in
 w
hi
ch
 th
ei
r h
om
es
 c
ou
ld
 b
e 
im
pr
ov
ed
, a
nd
 th
ey
 b
eg
an
 a
 c
am
pa
ig
n 
fo
r a
 n
ew
 v
ot
e,
 w
ith
 H
an
co
ck
 a
ss
is
tin
g 
th
em
.  
D
es
pi
te
 fu
rth
er
 o
pp
os
iti
on
 a
nd
 in
tim
id
at
io
n 
th
e 
se
co
nd
 
vo
te
 w
en
t a
he
ad
 a
nd
 w
as
 w
on
. 
 H
an
co
ck
 a
pp
lie
d 
fo
r a
 m
an
ag
em
en
t p
os
t. 
 In
iti
al
ly
 th
ey
 w
er
e 
ap
po
in
te
d 
on
 a
 te
m
po
ra
ry
 b
as
is
.  
H
ow
ev
er
, H
an
co
ck
 w
as
 c
om
m
itt
ed
 to
 th
ei
r s
er
vi
ce
 a
re
a 
an
d 
to
 h
el
pi
ng
 c
us
to
m
er
s, 
an
d 
se
t a
bo
ut
 
ap
pl
yi
ng
 fo
r a
 k
ey
 a
cc
re
di
ta
tio
n 
th
at
 th
e 
or
ga
ni
sa
tio
n 
ne
ed
ed
.  
Th
e 
se
rv
ic
e 
w
as
 a
ss
es
se
d 
in
 d
et
ai
l b
y 
au
di
to
rs
, w
ho
 id
en
tif
ie
d 
ke
y 
im
pr
ov
em
en
ts
 w
hi
ch
 H
an
co
ck
 th
en
 im
pl
em
en
te
d,
 c
on
vi
nc
in
g 
th
e 
or
ga
ni
sa
tio
n 
th
at
 th
ey
 h
ad
 fa
ile
d 
to
 u
nd
er
st
an
d 
a 
ke
y 
is
su
e.
  T
he
 o
rg
an
is
at
io
n 
su
cc
es
sf
ul
ly
 g
ai
ne
d 
th
e 
ac
cr
ed
ita
tio
n 
an
d 
H
an
co
ck
 “
go
t m
y 
pr
op
er
 m
an
ag
er
’s
 m
on
ey
.”
  M
or
e 
im
po
rta
nt
ly
 th
e 
se
rv
ic
e,
 a
nd
 
th
e 
w
ay
s i
n 
w
hi
ch
 it
 h
el
ps
 c
us
to
m
er
s, 
is
 n
ow
 re
co
gn
is
ed
 a
s i
m
po
rta
nt
 b
y 
th
e 
w
ho
le
 o
rg
an
is
at
io
n.
 
 
“W
e 
w
er
e 
on
 ta
rg
et
 to
 g
et
 th
e 
ye
s v
ot
e,
 a
nd
 w
e 
go
t 
a 
no
 w
hi
ch
 w
as
 u
nb
el
ie
va
bl
e.
..B
ut
 th
er
e 
w
as
 d
ir
ty
 
de
al
in
gs
...
An
d 
th
en
, t
he
 v
ot
e 
wa
s o
ve
rt
ur
ne
d,
 a
nd
 
th
at
 fo
r m
e 
wa
s t
he
 st
ar
t o
f r
ea
l t
en
an
t 
em
po
w
er
m
en
t b
ec
au
se
 th
ey
 to
ok
 th
at
 d
ec
is
io
n 
in
to
 
th
ei
r o
w
n 
ha
nd
s, 
an
d 
th
en
, w
e 
ca
m
e 
to
 a
 h
ou
si
ng
 
as
so
ci
at
io
n 
in
 tw
o 
th
ou
sa
nd
 a
nd
 si
x.
” 
 “S
o 
I s
ee
 m
y 
ro
le
 a
s b
ei
ng
 a
lm
os
t l
ik
e 
a 
fla
gs
hi
p 
fo
r t
he
 o
rg
an
isa
tio
n,
 b
ec
au
se
 so
m
e 
of
 th
e 
w
or
k 
th
at
 I 
do
, e
sp
ec
ia
lly
 th
e 
po
si
tiv
e 
w
or
k 
th
at
 w
e 
do
, 
is
 e
as
y 
to
 p
ub
lic
is
e.
..t
he
 p
os
iti
ve
 si
de
 o
f t
he
 
bu
si
ne
ss
 is
 w
ha
t w
e 
do
 w
ith
 [c
us
to
m
er
s]
.”
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M
an
ag
er
 
C
ho
se
n 
st
or
y(
s)
 
an
d 
ca
te
go
ri
sa
tio
n 
St
or
y 
su
m
m
ar
y 
Th
e 
m
ea
ni
ng
 o
f t
he
 st
or
y 
fo
r 
th
e 
m
an
ag
er
 
Ir
w
in
 
 Te
am
 
le
ad
er
 
C
ho
se
n 
st
or
y 
 R
es
po
nd
in
g 
to
 a
n 
em
er
ge
nc
y 
flo
od
 
 Ba
ttl
e 
   M
et
a-
st
or
y 
 St
ru
gg
le
 fo
r 
re
co
gn
iti
on
 a
s a
 
m
an
ag
er
 
 Ex
is
te
nt
ia
l s
tr
ug
gl
e 
 
A
n 
em
er
ge
nc
y 
flo
od
 w
as
 re
po
rte
d 
in
 a
 h
ig
h-
ris
e 
bl
oc
k,
 c
au
se
d 
by
 a
 te
na
nt
 st
ea
lin
g 
an
 im
m
er
si
on
 
he
at
er
.  
Ir
w
in
 a
nd
 th
ei
r t
ea
m
 w
er
e 
ce
nt
ra
l t
o 
th
e 
or
ga
ni
sa
tio
n’
s r
es
po
ns
e,
 a
ss
es
si
ng
 th
e 
si
tu
at
io
n,
 
co
nt
ac
tin
g 
an
d 
th
en
 c
o-
or
di
na
tin
g 
ot
he
r s
er
vi
ce
s a
nd
 e
xt
er
na
l a
ge
nc
ie
s:
 “
lik
e 
a 
sp
id
er
’s
 w
eb
 g
oi
ng
 
ou
t, 
ev
er
yo
ne
 e
ls
e 
do
in
g 
th
ei
r o
w
n 
lit
tle
 th
in
g.
..w
e 
w
er
e 
in
 th
e 
ce
nt
re
 a
nd
 it
 w
en
t o
ut
 to
 e
ve
ry
on
e 
el
se
 
an
d 
th
ey
 c
am
e 
ba
ck
 to
 u
s”
.  
Ev
en
tu
al
ly
 th
e 
te
na
nt
s w
er
e 
sa
fe
ly
 e
va
cu
at
ed
 a
nd
 re
-h
ou
se
d 
an
d 
th
e 
bu
ild
in
g 
se
cu
re
d,
 w
ith
 Ir
w
in
 a
nd
 th
ei
r t
ea
m
 re
m
ai
ni
ng
 in
vo
lv
ed
 th
ro
ug
ho
ut
 th
e 
w
ho
le
 in
ci
de
nt
. 
   Ir
w
in
 is
 n
ot
 re
co
gn
is
ed
 a
s a
 m
an
ag
er
 b
y 
th
e 
or
ga
ni
sa
tio
n,
 d
es
pi
te
 th
e 
fa
ct
 th
at
 th
ey
 c
o-
or
di
na
te
 a
nd
 
m
an
ag
e 
a 
se
rv
ic
e 
– 
as
 e
vi
de
nc
ed
 b
y 
th
e 
st
or
y 
of
 th
e 
em
er
ge
nc
y 
flo
od
.  
In
de
ed
, o
th
er
 te
am
 le
ad
er
s 
an
d 
m
an
ag
er
s s
ee
m
 to
 g
et
 m
or
e 
re
co
gn
iti
on
 d
es
pi
te
 h
av
in
g 
le
ss
 d
em
an
di
ng
 ro
le
s:
 “
w
e 
go
 in
to
 th
ei
r 
jo
b 
as
 w
el
l w
he
re
 th
ey
 d
on
’t 
co
m
e 
to
 o
ur
s t
he
y 
ju
st
 a
sk
 q
ue
st
io
ns
”.
  D
ur
in
g 
th
ei
r c
ar
ee
r I
rw
in
 h
as
 
de
m
on
st
ra
te
d 
th
ei
r m
an
ag
er
ia
l q
ua
lit
ie
s t
hr
ou
gh
 c
ha
ng
in
g 
an
d 
de
ve
lo
pi
ng
 w
ith
 th
e 
or
ga
ni
sa
tio
n,
 
ta
ki
ng
 o
n 
ne
w
 re
sp
on
si
bi
lit
ie
s a
nd
 d
ev
el
op
in
g 
an
d 
im
pl
em
en
tin
g 
ne
w
 p
ro
ce
du
re
s. 
 H
ow
ev
er
, I
rw
in
 
re
m
ai
ns
 u
nr
ec
og
ni
se
d 
as
 a
 m
an
ag
er
 a
nd
 th
e 
st
or
y 
re
m
ai
ns
 u
nr
es
ol
ve
d.
   
“O
ur
 sc
op
e’
s w
id
er
 th
an
, I
 th
in
k,
 e
ve
ry
on
e 
el
se
’s
, 
I m
ea
n 
I c
ou
ld
 b
e 
w
ro
ng
 b
ut
 I 
th
in
k 
th
ey
 ju
st
 
to
uc
h 
on
 th
em
, w
he
re
 w
e’
re
 m
or
e 
in
vo
lv
ed
 w
ith
 
ev
er
y 
ag
en
cy
, p
lu
s w
e’
re
 in
vo
lv
ed
 w
ith
 m
or
e 
or
 
le
ss
 e
ve
ry
 m
em
be
r o
f s
ta
ff 
as
 w
el
l, 
w
ith
in
 in
 th
e 
bu
ild
in
g,
 b
ec
au
se
 th
er
e’
s a
lw
ay
s s
om
eo
ne
 w
an
ts
 
to
 k
no
w
 o
r a
sk
 a
 q
ue
st
io
n,
 y
ou
 k
no
w
 w
ha
t I
 m
ea
n,
 
an
d 
th
at
’s
 w
ha
t I
 li
ke
 a
s w
el
l.”
 
 “T
ha
t’s
 w
ha
t I
 c
an
’t 
un
de
rs
ta
nd
, w
hy
 w
e’
re
 st
ill
 
ca
lle
d.
.. 
te
am
 le
ad
er
s -
 w
e’
re
 m
an
ag
er
s, 
w
e 
m
an
ag
e 
a 
se
rv
ic
e.
  A
nd
 it
’s
 n
ot
 th
e 
m
on
ey
, a
s I
 
sa
id
, i
t’d
 b
e 
gr
ea
t, 
it’
s j
us
t t
ha
t w
e 
m
an
ag
e 
th
e 
se
rv
ic
e,
 w
e 
do
n’
t j
us
t s
up
er
vi
se
 st
af
f, 
w
e 
m
an
ag
e 
th
e 
ac
tu
al
 se
rv
ic
e 
an
d 
I k
no
w
 it
’s
 o
nl
y 
a 
tit
le
 b
ut
 
it’
s a
 ti
tle
 th
at
 I 
th
in
k 
is
 n
ec
es
sa
ry
 if
 y
ou
’r
e 
do
in
g 
th
e 
jo
b.
” 
 
Je
nn
in
gs
 
 Se
rv
ic
e 
m
an
ag
er
 
G
ro
w
in
g 
an
d 
pr
om
ot
in
g 
th
ei
r 
se
rv
ic
e 
ar
ea
 
 In
iti
at
ed
 q
ue
st 
Je
nn
in
gs
 jo
in
ed
 th
e 
or
ga
ni
sa
tio
n 
as
 a
n 
ex
pe
rt 
in
 th
ei
r f
ie
ld
: “
I w
ou
ld
n’
t s
ay
 a
ny
on
e’
s c
om
e 
fro
m
 th
e 
sa
m
e 
so
rt 
of
 b
ac
kg
ro
un
d 
as
 [m
e]
”.
  H
ow
ev
er
, d
es
pi
te
 b
ei
ng
 in
iti
al
ly
 e
xc
ite
d 
ab
ou
t t
he
ir 
ne
w
 ro
le
 th
ey
 
di
sc
ov
er
ed
 th
at
 th
e 
or
ga
ni
sa
tio
n 
di
d 
no
t r
ea
lly
 u
nd
er
st
an
d 
th
ei
r s
er
vi
ce
 a
re
a 
or
 th
e 
va
lu
e 
it 
co
ul
d 
of
fe
r 
th
e 
bu
si
ne
ss
, “
so
 I 
w
as
 k
in
d 
of
 sa
t a
t m
y 
de
sk
 th
in
ki
ng
 - 
w
ha
t h
av
e 
I c
om
e 
to
?”
  J
en
ni
ng
s t
he
re
fo
re
 
se
t a
bo
ut
 p
ro
m
ot
in
g 
th
e 
va
lu
e 
of
 th
e 
or
ga
ni
sa
tio
n 
an
d 
se
ek
in
g 
ou
t a
dd
iti
on
al
 re
so
ur
ce
s. 
 B
y 
st
ar
tin
g 
to
 n
ot
 o
nl
y 
ac
hi
ev
e 
su
cc
es
se
s b
ut
 p
ro
m
ot
in
g 
th
em
 in
te
rn
al
ly
, a
nd
 it
s c
on
tri
bu
tio
n 
to
 th
e 
bu
sin
es
s, 
Je
nn
in
gs
 w
as
 a
bl
e 
to
 g
ai
n 
re
co
gn
iti
on
 a
nd
 a
ck
no
w
le
dg
em
en
t o
f t
he
ir 
se
rv
ic
e 
ar
ea
, a
nd
 g
ro
w
 it
 w
ith
in
 
th
e 
or
ga
ni
sa
tio
n:
 “
I c
am
e 
in
 th
in
ki
ng
 th
is
 is
 a
n 
un
de
rv
al
ue
d,
 m
is
un
de
rs
to
od
 a
re
a,
 a
nd
 n
ow
 it
 fe
el
s 
lik
e 
th
er
e 
is
 re
al
 b
ac
ki
ng
.”
 
 
“[
It]
 k
in
d 
of
 re
al
ly
 e
nc
ou
ra
ge
d 
m
e 
th
at
 a
ct
ua
lly
 
th
e 
ta
bl
es
 h
ad
 re
al
ly
 tu
rn
ed
 fr
om
 –
 ju
st
 g
o 
an
d 
si
t 
in
 a
 c
or
ne
r a
nd
 w
e’
re
 n
ot
 re
al
ly
 su
re
 w
ha
t y
ou
 d
o 
an
d 
w
e’
re
 n
ot
 re
al
ly
 b
ot
he
re
d,
 to
 a
ct
ua
lly
 w
e 
be
lie
ve
 in
 [y
ou
r s
er
vi
ce
 a
re
a]
 a
nd
 h
er
e’
s [
m
or
e 
re
so
ur
ce
s]
 b
ec
au
se
 w
e 
be
lie
ve
 th
at
 y
ou
’ll
 d
o 
th
e 
ri
gh
t t
hi
ng
...
an
d 
yo
u’
ll 
ge
t t
he
 o
ut
co
m
es
.”
 
 
K
en
da
ll 
 Te
am
 
le
ad
er
 
D
ev
el
op
in
g 
a 
ne
w
 
in
te
rn
al
 sy
st
em
 
 D
is
pa
tc
he
d 
qu
es
t 
  
Pa
no
ra
m
a 
ha
d 
id
en
tif
ie
d 
th
at
 th
ey
 n
ee
de
d 
a 
ne
w
 in
te
rn
al
 sy
st
em
 a
nd
 K
en
da
ll 
w
as
 a
sk
ed
 to
 jo
in
 a
 
te
am
 w
ho
 w
ou
ld
 b
e 
de
di
ca
te
d 
to
 le
ar
ni
ng
, c
on
fig
ur
in
g 
an
d 
im
pl
em
en
tin
g 
it.
  K
en
da
ll 
at
te
nd
ed
 a
n 
ex
te
ns
iv
e 
tra
in
in
g 
co
ur
se
 a
nd
 th
en
 sp
en
t m
an
y 
m
on
th
s w
or
ki
ng
 o
n 
th
e 
sy
st
em
.  
In
iti
al
ly
 th
ey
 fe
lt 
ou
t 
of
 th
ei
r d
ep
th
, b
ut
 o
th
er
 c
ol
le
ag
ue
s o
n 
th
e 
te
am
 re
m
in
de
d 
th
em
 th
at
 th
ey
 w
er
e 
br
in
gi
ng
 th
ei
r 
op
er
at
io
na
l e
xp
er
tis
e 
on
 w
hi
ch
 th
e 
gr
ou
p 
w
er
e 
he
av
ily
 re
lia
nt
: “
I f
el
t o
ut
 o
f m
y 
de
pt
h 
in
 c
on
fig
ur
in
g 
th
es
e 
sy
st
em
s I
 su
pp
os
e,
 b
ut
 o
nc
e 
I’
d 
le
ar
ne
d 
ho
w
 to
 d
o 
th
em
, o
nc
e 
I w
as
 tr
ai
ne
d 
ho
w
 to
 d
o 
th
em
 
th
en
 I 
co
ul
d 
br
in
g 
al
l m
y 
ki
nd
 o
f o
th
er
 sk
ill
s i
n 
to
 w
ha
t I
 w
as
 d
oi
ng
 if
 y
ou
 li
ke
”.
  T
he
 e
ve
nt
ua
l 
im
pl
em
en
ta
tio
n 
an
d 
ro
ll-
ou
t w
as
 a
 su
cc
es
s, 
bu
t K
en
da
ll 
th
en
 fo
un
d 
th
em
se
lv
es
 u
nd
er
ut
ili
se
d 
in
 
m
an
ag
in
g 
th
e 
sy
st
em
: “
I s
ai
d 
yo
u’
re
 p
ay
in
g 
m
e 
an
 a
w
fu
l l
ot
 o
f m
on
ey
 to
 si
t i
n 
a 
ro
om
 a
nd
 d
o 
fil
in
g,
 
yo
u 
kn
ow
”.
  E
ve
nt
ua
lly
 K
en
da
ll 
w
as
 a
bl
e 
to
 se
cu
re
 a
 p
os
iti
on
 th
at
 fu
lly
 re
fle
ct
ed
 th
ei
r s
ki
lls
 a
nd
 
kn
ow
le
dg
e.
 
 
“I
 fo
un
d 
it 
in
te
re
st
in
g 
an
d 
I f
ou
nd
 it
 d
iff
er
en
t t
o 
w
ha
t I
 h
ad
 b
ee
n 
do
in
g.
  A
ga
in
, i
t w
as
 so
m
et
hi
ng
 I 
w
as
 k
in
d 
of
 q
ui
te
 p
ro
ud
 o
f b
ut
 I 
su
pp
os
e 
th
e 
m
ai
n 
th
in
g 
- I
 m
ea
n 
on
e 
of
 th
e 
th
in
gs
 th
at
 y
ou
 ta
lk
ed
 is
 - 
w
hi
ch
 y
ou
 fe
el
 re
pr
es
en
ts
 w
ha
t y
ou
r r
ol
e 
m
ea
ns
 to
 
yo
u.
  R
at
he
r t
ha
n 
w
ha
t m
y 
ro
le
 m
ea
ns
, I
 su
pp
os
e 
it’
s m
or
e 
w
ha
t I
 c
an
 d
o 
fo
r t
he
 b
us
in
es
s, 
as
 
op
po
se
d 
to
 w
ha
t m
y 
ro
le
 m
ea
ns
.  
I d
on
’t 
ca
re
 
w
ha
t m
y 
ro
le
 is
, w
ha
t I
’m
 c
al
le
d,
 a
s l
on
g 
as
 I’
m
 
pr
ov
id
in
g 
so
m
et
hi
ng
 th
at
 th
e 
bu
sin
es
s n
ee
ds
.”
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M
an
ag
er
 
C
ho
se
n 
st
or
y(
s)
 
an
d 
ca
te
go
ri
sa
tio
n 
St
or
y 
su
m
m
ar
y 
T
he
 m
ea
ni
ng
 o
f t
he
 st
or
y 
fo
r 
th
e 
m
an
ag
er
 
L
on
g 
 Te
am
 
le
ad
er
 
G
ai
ni
ng
 a
n 
ac
cr
ed
ita
tio
n 
fo
r t
he
 
se
rv
ic
e 
ar
ea
 
 D
is
pa
tc
he
d 
qu
es
t 
Th
e 
or
ga
ni
sa
tio
n 
ha
d 
as
ke
d 
al
l s
er
vi
ce
 a
re
as
 to
 id
en
tif
y 
an
d 
ap
pl
y 
fo
r r
el
ev
an
t a
cc
re
di
ta
tio
ns
.  
Th
e 
m
an
ag
er
s 
w
ith
in
 L
on
g’
s s
er
vi
ce
 a
re
a 
id
en
tif
ie
d 
on
e 
pa
rti
cu
la
r a
cc
re
di
ta
tio
n,
 a
nd
 L
on
g 
w
as
 g
iv
en
 
re
sp
on
si
bi
lit
y 
fo
r p
ro
je
ct
 m
an
ag
in
g 
on
e 
pa
rt 
of
 th
e 
se
rv
ic
e.
  A
lth
ou
gh
 th
er
e 
w
er
e 
ea
si
er
 w
ay
s 
to
 g
ai
n 
th
e 
ac
cr
ed
ita
tio
n 
Lo
ng
 c
ho
se
 a
 m
or
e 
ch
al
le
ng
in
g 
ar
ea
: “
th
es
e 
w
er
en
’t 
th
e 
cu
sh
ie
st
 a
re
as
”.
  L
on
g 
w
or
ke
d 
w
ith
 th
ei
r t
ea
m
 to
 p
re
pa
re
 fo
r t
he
 a
cc
re
di
ta
tio
n,
 a
nd
 th
en
 u
nd
er
w
en
t a
n 
ex
te
ns
iv
e 
as
se
ss
m
en
t 
by
 in
te
rn
al
 a
ud
ito
rs
 w
ho
 in
te
rv
ie
w
ed
 L
on
g’
s s
ta
ff
, c
us
to
m
er
s a
nd
 e
xt
er
na
l a
ge
nc
ie
s 
ab
ou
t t
he
 se
rv
ic
e 
ar
ea
.  
Th
ei
r a
w
ar
d 
of
 th
e 
ac
cr
ed
ita
tio
n 
w
as
 a
n 
im
po
rta
nt
 v
er
ifi
ca
tio
n 
no
t o
nl
y 
of
 L
on
g’
s p
ro
je
ct
 
m
an
ag
em
en
t, 
bu
t a
ls
o 
th
ei
r m
an
ag
em
en
t o
f t
he
 se
rv
ic
e:
 “
B
ec
au
se
 it
 is
 e
as
y 
fo
r m
e 
to
 si
t h
er
e 
an
d 
sa
y 
ye
ah
 w
e’
re
 d
oi
ng
 a
 fa
nt
as
tic
 jo
b.
.. 
bu
t t
he
n 
fo
r t
he
 in
de
pe
nd
en
t a
ss
es
so
rs
 to
 a
ct
ua
lly
 g
o 
an
d 
ta
lk
 to
 
[c
us
to
m
er
s]
, a
nd
 ta
lk
 to
 e
xt
er
na
l b
od
ie
s, 
an
d 
fo
r t
he
m
 to
 fe
ed
 th
at
 b
ac
k 
is
 e
xc
el
le
nt
 I 
th
in
k.
”  
 
“I
 th
in
k 
w
ha
t I
 li
ke
d 
ab
ou
t i
t w
as
 th
at
...
it 
co
ul
d 
ha
ve
 b
ee
n 
qu
ite
 e
as
ily
 so
m
eb
od
y 
hi
gh
er
 w
ho
 
pr
oj
ec
t m
an
ag
ed
 it
 a
nd
 ra
n 
w
ith
 it
, a
nd
 I 
co
ul
d 
ha
ve
 ju
st
 b
ee
n 
a 
pl
ay
er
 in
 th
at
, b
ut
 (p
au
se
) r
ig
ht
 
fr
om
 th
e 
ou
ts
et
 th
ey
 sa
id
, n
o,
 y
ou
 d
o 
it,
 y
ou
 
pr
oj
ec
t m
an
ag
e 
it,
 y
ou
 k
no
w
, y
ou
’r
e 
th
e 
[o
ne
] 
w
ith
 th
e 
[ ]
 k
no
w
le
dg
e,
 y
ou
 d
o 
it.
 S
o 
ye
ah
, s
o 
in
iti
al
ly
 th
er
e 
w
as
 a
 b
it 
of
 a
pp
re
he
ns
io
n 
fr
om
 
m
ys
el
f, 
ha
vi
ng
 n
ev
er
 d
on
e 
an
yt
hi
ng
 li
ke
 th
at
 
be
fo
re
 (p
au
se
) b
ut
 to
 a
ct
ua
lly
 h
av
e 
pr
oj
ec
t 
m
an
ag
ed
 it
 a
nd
 c
om
e 
ou
t w
ith
 th
e 
[a
cc
re
di
ta
tio
n]
, 
ye
ah
, I
 th
in
k 
is
 e
xc
el
le
nt
.”
 
 
M
ill
er
 
 Te
am
 
le
ad
er
 
St
ru
gg
lin
g 
to
 g
ai
n 
fin
an
ci
al
 re
co
gn
iti
on
 
 Ex
is
te
nt
ia
l s
tr
ug
gl
e 
     D
ef
en
di
ng
 th
e 
te
am
 
ag
ai
ns
t u
nr
ea
so
na
bl
e 
ex
pe
ct
at
io
ns
 
 Ba
ttl
e 
M
ill
er
 jo
in
ed
 th
e 
or
ga
ni
sa
tio
n 
w
ith
 c
on
si
de
ra
bl
e 
pr
ev
io
us
 e
xp
er
ie
nc
e 
in
 th
ei
r s
er
vi
ce
 a
re
a.
  H
ow
ev
er
, 
de
sp
ite
 th
ei
r e
xp
er
ie
nc
e 
th
ey
 w
er
e 
ap
po
in
te
d 
at
 th
e 
bo
tto
m
 o
f t
he
ir 
sa
la
ry
 sc
al
e.
  M
ill
er
 
un
su
cc
es
sf
ul
ly
 tr
ie
d 
to
 a
rg
ue
 th
at
 th
ey
 sh
ou
ld
 b
e 
m
ov
ed
 u
p 
th
e 
sa
la
ry
 s
ca
le
 to
 re
fle
ct
 b
ot
h 
th
ei
r 
pr
ev
io
us
 e
xp
er
ie
nc
e 
an
d 
cu
rr
en
t p
er
fo
rm
an
ce
.  
Ev
en
tu
al
ly
 M
ill
er
 w
as
 a
bl
e 
to
 re
so
lv
e 
th
e 
si
tu
at
io
n 
by
 
ap
pl
yi
ng
 fo
r a
 d
iff
er
en
t a
nd
 b
et
te
r p
ai
d 
po
st
 w
ith
in
 th
e 
or
ga
ni
sa
tio
n,
 w
hi
ch
 th
ey
 n
ow
 fe
el
 is
 a
 fa
ir 
re
fle
ct
io
n 
of
 th
ei
r s
ki
lls
 a
nd
 e
xp
er
ie
nc
e.
  
   So
m
e 
se
ni
or
 m
an
ag
er
s t
re
at
 M
ill
er
’s
 te
am
 u
nf
ai
rly
 b
y 
cr
iti
ci
si
ng
 th
em
 w
ith
ou
t h
av
in
g 
al
l t
he
 fa
ct
s 
av
ai
la
bl
e.
  T
he
y 
al
so
 e
xp
ec
t M
ill
er
’s
 te
am
 to
 w
or
k 
in
 d
iff
ic
ul
t c
om
m
un
ity
 si
tu
at
io
ns
 w
hi
ch
 a
re
 m
or
e 
ch
al
le
ng
in
g 
th
an
 s
en
io
r m
an
ag
er
s 
re
al
is
e,
 b
ec
au
se
 o
f t
he
ir 
di
st
an
ce
 fr
om
 th
e 
co
m
m
un
ity
 it
se
lf.
  
M
ill
er
 re
gu
la
rly
 d
ef
en
ds
 th
e 
ac
tio
ns
 o
f s
ta
ff
 b
ut
 s
en
io
r m
an
ag
er
s d
o 
no
t a
po
lo
gi
se
 e
ve
n 
w
he
n 
th
ey
 
ha
ve
 b
ee
n 
sh
ow
n 
to
 b
e 
w
ro
ng
.  
M
ill
er
 a
ls
o 
su
pp
or
ts
 st
af
f t
o 
do
 th
ei
r d
iff
ic
ul
t j
ob
, d
ra
w
in
g 
on
 th
ei
r 
ow
n 
op
er
at
io
na
l e
xp
er
ie
nc
e,
 b
ut
 k
ee
ps
 th
ei
r p
er
so
na
l v
ie
w
s o
f t
he
 s
om
et
im
es
 u
nr
ea
lis
tic
 e
xp
ec
ta
tio
ns
 
of
 th
e 
or
ga
ni
sa
tio
n 
to
 th
em
se
lv
es
. 
 
“I
 s
aw
 o
th
er
 p
eo
pl
e 
[b
ei
ng
 p
ai
d]
 m
or
e 
th
an
 m
e 
fo
r d
oi
ng
 th
e 
sa
m
e 
ro
le
.  
Bu
t I
 b
el
ie
ve
 I 
w
as
 
ge
tti
ng
 m
or
e 
ou
tp
ut
 th
an
 th
os
e 
pe
op
le
, y
ou
 k
no
w
, 
pr
ov
id
in
g 
m
or
e 
ou
tp
ut
...
 I 
w
as
n’
t a
sk
in
g 
fo
r a
 v
as
t 
am
ou
nt
 o
f m
on
ey
, I
 w
as
 ju
st
 a
sk
in
g 
to
 b
e 
at
 th
e 
to
p 
en
d 
of
 th
e 
sc
al
e.
  B
ut
 a
t t
he
 ti
m
e 
I w
as
 to
ld
 
lik
e,
 n
o,
 y
ou
 h
av
e 
to
 c
om
e 
in
 a
t t
he
 e
nt
ry
 le
ve
l, 
w
hi
ch
 I 
th
ou
gh
t w
as
 a
 b
it 
ol
d 
fa
sh
io
ne
d.
” 
 “E
xp
ec
ta
tio
ns
 a
re
 k
in
d 
of
 h
ig
h 
(p
au
se
) a
nd
 th
e 
en
vi
ro
nm
en
t, 
it’
s 
(p
au
se
) i
t’s
 - 
 I 
w
on
’t 
sa
y 
it’
s 
ov
er
lo
ok
ed
 b
ut
 th
e 
en
vi
ro
nm
en
t -
  t
hi
s 
en
vi
ro
nm
en
t i
n 
th
is
 b
ui
ld
in
g 
an
d 
em
pl
oy
ee
 
w
el
lb
ei
ng
 (p
au
se
) t
he
 k
in
d 
of
 m
od
er
ni
ty
 a
nd
 
co
m
fo
rt
 o
f t
hi
s b
ui
ld
in
g 
is
 a
 m
as
si
ve
 c
on
tr
as
t w
ith
 
a 
lo
t o
f t
he
 w
or
k 
th
at
 w
e 
ha
ve
 to
 d
o.
” 
 
N
ew
to
n 
 Te
am
 
le
ad
er
 
O
rg
an
is
in
g 
a 
co
m
m
un
ity
 e
ve
nt
 
 In
iti
at
ed
 q
ue
st
 (f
or
 
se
lf)
 
D
is
pa
tc
he
d 
qu
es
t (
fo
r 
st
af
f b
y 
N
ew
to
n)
 
 
C
er
ta
in
 c
us
to
m
er
s h
av
e 
pa
rti
cu
la
r n
ee
ds
 w
hi
ch
 th
e 
or
ga
ni
sa
tio
n 
is
 n
ot
 su
ffi
ci
en
tly
 a
w
ar
e 
of
, b
ut
 
N
ew
to
n’
s p
er
so
na
l e
xp
er
ie
nc
e 
an
d 
ex
pe
rti
se
 g
iv
es
 th
em
 a
dd
iti
on
al
 in
si
gh
t. 
 N
ew
to
n 
to
ok
 a
dv
an
ta
ge
 
of
 b
ei
ng
 a
sk
ed
 to
 le
ad
 th
e 
de
liv
er
y 
of
 a
 c
om
m
un
ity
 e
ve
nt
 to
 c
re
at
e 
th
e 
op
po
rtu
ni
ty
 fo
r s
ta
ff
 a
nd
 
cu
st
om
er
s t
o 
ta
lk
 to
 e
ac
h 
ot
he
r a
nd
 fo
r s
ta
ff
 to
 fi
nd
 o
ut
 e
xa
ct
ly
 h
ow
 c
us
to
m
er
s p
er
ce
iv
ed
 a
nd
 
ex
pe
rie
nc
ed
 se
rv
ic
es
, a
nd
 w
he
th
er
 th
ey
 m
at
ch
ed
 th
ei
r a
ct
ua
l n
ee
ds
 a
nd
 e
xp
ec
ta
tio
ns
.  
N
ew
to
n 
le
ad
 
on
 th
e 
or
ga
ni
sa
tio
n 
of
 th
e 
ev
en
t, 
bu
t d
ur
in
g 
th
e 
ev
en
t i
ts
el
f t
he
y 
to
ok
 a
 b
ac
ks
ea
t r
ol
e 
an
d 
ac
te
d 
as
 
fa
ci
lit
at
or
 to
 st
af
f, 
en
co
ur
ag
in
g 
th
em
 to
 e
ng
ag
e 
w
ith
 c
us
to
m
er
s a
nd
 th
ei
r i
nd
iv
id
ua
l n
ee
ds
, a
nd
 to
 
re
fle
ct
 o
n 
ho
w
 th
ey
 c
ou
ld
 e
m
bo
dy
 th
e 
or
ga
ni
sa
tio
n’
s 
ow
n 
va
lu
es
 in
 th
ei
r w
or
k 
w
ith
 c
us
to
m
er
s:
 “
it’
s 
ab
ou
t p
er
so
na
lis
in
g.
..I
f y
ou
 th
in
k 
w
ha
t t
he
 p
rin
ci
pl
e 
m
ea
ns
, y
ou
 th
in
k 
w
el
l h
ow
 c
an
 I 
pu
t t
ha
t i
nt
o 
pr
ac
tis
e.
.. y
ou
 w
an
t t
o 
try
 a
nd
 g
iv
e 
th
em
 a
n 
un
de
rs
ta
nd
in
g 
of
 th
e 
tru
e 
va
lu
e 
of
 w
ha
t t
he
y 
do
”.
 
“I
t’s
 a
 c
ha
nc
e 
to
 in
te
ra
ct
 w
ith
 c
us
to
m
er
s, 
it’
s 
a 
ch
an
ce
 to
 s
er
ve
 c
us
to
m
er
s, 
it’
s a
 c
ha
nc
e 
to
 h
ea
r 
w
ha
t t
he
y 
 li
ke
 o
r d
on
’t 
lik
e 
ab
ou
t t
he
 
or
ga
ni
sa
tio
n,
 a
nd
 it
’s
 v
er
y 
m
uc
h 
th
at
 in
te
rf
ac
e 
of
 
w
ha
t o
ut
co
m
es
 w
e 
th
in
k 
w
e’
re
 o
ff
er
in
g 
th
em
, a
nd
 
th
e 
di
ffe
re
nc
e 
in
 b
et
w
ee
n 
th
ei
r p
er
ce
pt
io
n 
of
 w
ha
t 
th
ey
 a
re
 re
ce
iv
in
g 
an
d 
w
he
th
er
 th
er
e 
is
 a
ny
 m
at
ch
 
be
tw
ee
n 
w
ha
t w
e’
re
 o
ff
er
in
g 
an
d 
w
ha
t w
e 
sa
y 
w
e 
ca
n 
do
...
 is
 th
er
e 
a 
di
ffe
re
nc
e 
be
tw
ee
n 
th
at
 a
nd
 
w
ha
t t
he
ir 
ex
pe
rie
nc
e 
is
, a
nd
 th
ey
 a
ct
ua
lly
 w
an
t.”
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M
an
ag
er
 
C
ho
se
n 
st
or
y(
s)
 
an
d 
ca
te
go
ri
sa
tio
n 
St
or
y 
su
m
m
ar
y 
T
he
 m
ea
ni
ng
 o
f t
he
 st
or
y 
fo
r 
th
e 
m
an
ag
er
 
O
ak
le
y 
 Te
am
 
le
ad
er
 
C
ho
se
n 
st
or
y 
(1
) 
 In
vo
lv
in
g 
st
af
f i
n 
a 
m
ar
ke
tin
g 
pr
oj
ec
t 
 D
is
pa
tc
he
d 
qu
es
t 
 C
ho
se
n 
st
or
y 
(2
) 
 Su
pp
or
tin
g 
st
af
f 
th
ro
ug
h 
an
 
or
ga
ni
sa
tio
na
l 
re
st
ru
ct
ur
e 
 Ba
ttl
e 
  M
et
a-
st
or
y 
 
 B
ec
om
in
g 
a 
m
an
ag
er
 
 Ex
is
te
nt
ia
l s
tr
ug
gl
e 
 
O
ak
le
y’
s s
er
vi
ce
 a
re
a 
w
as
 a
sk
ed
 to
 p
ro
du
ce
 m
at
er
ia
ls
 a
nd
 a
 p
re
se
nt
at
io
n 
to
 m
ar
ke
t t
he
ir 
se
rv
ic
e 
an
d 
its
 c
on
tri
bu
tio
n 
to
 c
us
to
m
er
s a
nd
 th
e 
bu
si
ne
ss
.  
O
ak
le
y 
vo
lu
nt
ee
re
d 
to
 le
ad
 th
e 
pr
oj
ec
t. 
 T
he
 
ch
al
le
ng
e 
w
as
 to
 d
el
iv
er
 a
 h
ig
h 
qu
al
ity
 o
ut
co
m
e 
w
hi
le
 a
ls
o 
in
vo
lv
in
g 
al
l t
ea
m
 m
em
be
rs
 –
 “
it 
se
em
s 
lik
e 
an
 e
as
y 
ta
sk
 b
ut
 I 
w
as
 w
or
ki
ng
 w
ith
 a
 g
ro
up
 o
f p
eo
pl
e,
 so
m
e 
ha
d 
ne
ve
r p
re
se
nt
ed
 b
ef
or
e”
 –
 a
nd
 
O
ak
le
y 
w
or
ke
d 
cl
os
el
y 
w
ith
 th
ei
r t
ea
m
 to
 id
en
tif
y 
ro
le
s w
hi
ch
 e
ve
ry
 m
em
be
r w
as
 su
ite
d 
to
 a
nd
 w
as
 
ab
le
 to
 fu
lfi
l. 
 T
he
 p
re
se
nt
at
io
n 
w
as
 a
 su
cc
es
s a
nd
 th
e 
m
at
er
ia
ls
 w
er
e 
co
m
m
en
de
d 
by
 o
th
er
 m
an
ag
er
s.
 
 Th
e 
or
ga
ni
sa
tio
n 
w
as
 fa
ci
ng
 fu
nd
in
g 
cu
ts
, a
nd
 O
ak
le
y’
s s
er
vi
ce
 w
as
 to
 b
e 
re
st
ru
ct
ur
ed
.  
O
ak
le
y 
ha
d 
to
 m
an
ag
e 
th
e 
pr
oc
es
s o
f i
de
nt
ify
in
g 
w
hi
ch
 se
rv
ic
e 
co
ul
d 
be
 c
ut
 o
r r
ed
uc
ed
, a
nd
 a
ls
o 
ha
d 
to
 p
ro
vi
de
 
su
pp
or
t t
o 
st
af
f w
ho
 w
er
e 
at
 ri
sk
 o
f r
ed
un
da
nc
y:
 “
w
e’
re
 th
e 
fir
st
 p
oi
nt
 o
f c
on
ta
ct
, a
nd
 a
s s
oo
n 
as
 y
ou
 
se
e 
th
em
 th
ey
’r
e 
fir
in
g 
qu
es
tio
ns
 a
t y
ou
”.
  T
he
 re
st
ru
ct
ur
e 
w
en
t o
n 
fo
r s
ev
er
al
 m
on
th
s a
nd
 p
ro
ve
d 
to
 
be
 d
iff
ic
ul
t a
t t
im
es
, p
ar
tic
ul
ar
ly
 a
s s
om
e 
st
af
f s
aw
 O
ak
le
y 
as
 “
m
an
ag
em
en
t”
 ra
th
er
 th
an
 te
am
 le
ad
er
s 
w
ho
 h
ad
 b
ee
n 
w
or
ki
ng
 c
lo
se
ly
 w
ith
 th
em
.  
H
ow
ev
er
, a
fte
r t
he
 fi
na
l d
ec
is
io
ns
 h
ad
 b
ee
n 
m
ad
e,
 O
ak
le
y 
w
as
 a
bl
e 
to
 lo
ok
 b
ac
k 
on
 it
 a
s a
 le
ar
ni
ng
 e
xp
er
ie
nc
e:
 “
I t
hi
nk
 it
 w
as
 q
ui
te
 c
ha
lle
ng
in
g 
bu
t y
ou
 le
ar
n 
fr
om
 th
es
e 
th
in
gs
 d
on
’t 
yo
u 
as
 w
el
l, 
I’
m
 st
ill
 h
er
e,
 (l
au
gh
s)
 I’
ve
 su
rv
iv
ed
 th
e 
pr
oc
es
s. 
 A
nd
 y
ou
 d
o 
le
ar
n.
” 
 
 O
ak
le
y 
w
as
 a
pp
oi
nt
ed
 to
 a
 te
am
 le
ad
er
 ro
le
 w
hi
ch
 in
cl
ud
ed
 m
an
ag
in
g 
a 
se
rv
ic
e 
th
ey
 h
ad
 li
ttl
e 
pr
ev
io
us
 e
xp
er
ie
nc
e 
of
.  
Th
is
 m
ea
nt
 th
at
 in
 sp
ite
 o
f s
ta
ff 
ex
pe
ct
at
io
ns
 th
at
 th
ey
 w
ill
 p
ro
vi
de
 e
xp
er
t 
su
pp
or
t a
nd
 k
no
w
le
dg
e,
 “
be
ca
us
e 
I’
m
 st
ill
 le
ar
ni
ng
 o
n 
th
e 
jo
b 
(p
) I
 d
on
’t 
al
w
ay
s h
av
e 
th
e 
rig
ht
 
an
sw
er
s”
 a
nd
 O
ak
le
y 
ha
d 
to
 w
or
k 
ha
rd
 to
 b
ui
ld
 u
p 
tru
st
 w
ith
 th
e 
te
am
.  
A
s 
w
el
l a
s c
on
tin
ui
ng
 to
 
le
ar
n 
ab
ou
t t
he
 n
ew
 se
rv
ic
e,
 O
ak
le
y 
al
so
 w
or
ke
d 
at
 d
ev
el
op
in
g 
th
ei
r m
an
ag
em
en
t s
ki
lls
, i
nc
lu
di
ng
 
vo
lu
nt
ee
rin
g 
fo
r f
or
m
al
 m
an
ag
er
 tr
ai
ni
ng
 th
at
 th
e 
or
ga
ni
sa
tio
n 
w
as
 o
ff
er
in
g:
 “
it’
s a
 g
re
at
 o
pp
or
tu
ni
ty
, 
it 
re
al
ly
 is
...
th
is
 is
 a
no
th
er
 st
rin
g 
to
 m
y 
bo
w
”.
  O
ak
le
y 
ha
s b
ee
n 
ab
le
 to
 b
eg
in
 to
 re
co
gn
is
e 
th
em
se
lv
es
 
as
 a
 m
an
ag
er
, n
ot
 o
nl
y 
in
 u
nd
er
ta
ki
ng
 su
ch
 tr
ai
ni
ng
, b
ut
 in
 d
em
on
st
ra
tin
g 
m
an
ag
er
 sk
ill
s a
s 
ev
id
en
ce
d 
in
 th
ei
r c
ho
se
n 
st
or
ie
s, 
an
d 
no
w
 h
as
 a
m
bi
tio
ns
 to
 p
ro
gr
es
s t
o 
a 
se
ni
or
 m
an
ag
em
en
t r
ol
e.
 
 
“I
 m
ea
n 
th
er
e’
s s
o 
m
an
y 
sk
ill
s y
ou
 n
ee
d 
to
 b
e 
a 
te
am
 le
ad
er
...
 B
ut
 fo
r m
e.
..y
ou
’v
e 
go
t t
o 
be
 a
bl
e 
to
 
ha
ve
 p
eo
pl
e 
on
 y
ou
r s
id
e.
.. 
I t
hi
nk
 th
e 
sk
ill
 is
, y
ou
 
tr
y 
to
 g
et
 th
e 
be
st
 fo
r t
he
 st
af
f, 
yo
u 
tr
y 
to
 g
et
 th
e 
be
st
 o
ut
 o
f t
he
 st
af
f b
ut
 a
ls
o 
at
 th
e 
sa
m
e 
tim
e 
m
ak
e 
su
re
 th
e 
bu
si
ne
ss
 o
bj
ec
tiv
es
 a
re
 m
et
, a
s w
el
l.”
 
 “T
he
 c
ha
ng
e 
m
an
ag
em
en
t t
hi
ng
, I
 th
ou
gh
t t
ha
t 
w
ou
ld
 b
e 
a 
go
od
 o
ne
 to
 sh
ar
e 
w
ith
 y
ou
 b
ec
au
se
 it
 
w
as
 so
m
et
hi
ng
 th
at
 is
 y
ou
 k
no
w
 it
’s
 in
 
m
an
ag
em
en
t b
oo
ks
 a
nd
 e
ve
ry
th
in
g 
is
n’
t i
t, 
yo
u 
ge
t 
th
e 
th
eo
ri
es
 a
nd
 e
ve
ry
th
in
g 
ab
ou
t p
eo
pl
e 
an
d 
go
in
g 
th
ro
ug
h 
th
es
e 
th
in
gs
 - 
w
el
l I
’d
 lo
ve
 to
 h
ea
r 
it 
fr
om
 so
m
eo
ne
 fr
om
 fi
rs
t-h
an
d 
ab
ou
t w
ha
t -
 h
ow
 
I f
ee
l, 
bu
t a
ls
o 
th
e 
po
si
tiv
e 
si
de
 a
bo
ut
 w
ha
t I
’v
e 
le
ar
ne
d 
fr
om
 th
e 
pr
oc
es
s a
s w
el
l.”
 
 “W
e’
re
 a
ll 
do
in
g 
th
e 
C
M
I a
t t
he
 m
om
en
t, 
w
hi
ch
 
th
e 
or
ga
ni
sa
tio
n 
is
 p
ay
in
g 
fo
r a
nd
 su
pp
or
tin
g,
 
w
hi
ch
 is
 g
re
at
...
I t
hi
nk
, I
 d
id
 m
y 
de
gr
ee
 la
te
, o
nl
y 
a 
fe
w
 y
ea
rs
 a
go
, a
nd
 th
is
 is
 a
no
th
er
 (p
) s
tr
in
g 
to
 
m
y 
bo
w
 I 
su
pp
os
e 
be
ca
us
e 
it 
- h
av
in
g 
th
e 
qu
al
ifi
ca
tio
ns
 d
oe
s h
el
p.
  I
 k
no
w
 (p
) e
xp
er
ie
nc
e 
is
, 
is
 im
po
rt
an
t a
s w
el
l b
ut
 I 
th
in
k 
if 
yo
u’
ve
 g
ot
 th
e 
ba
la
nc
e 
it 
do
es
 h
el
p.
” 
 
Po
tt
er
 
 Te
am
 
le
ad
er
 
B
ec
om
in
g 
a 
te
am
 
le
ad
er
 a
nd
 re
-
ne
go
tia
tin
g 
re
la
tio
ns
hi
ps
 
 Pe
rs
on
al
 q
ue
st
 
Po
tte
r h
ad
 p
re
vi
ou
sl
y 
be
en
 a
 te
am
 le
ad
er
 in
 a
no
th
er
 o
rg
an
is
at
io
n,
 a
nd
 th
is
 e
nc
ou
ra
ge
d 
th
em
 to
 a
pp
ly
 
w
he
n 
a 
va
ca
nt
 te
am
 le
ad
er
 p
os
t c
am
e 
up
 in
 th
ei
r o
w
n 
te
am
.  
Po
tte
r w
as
 su
cc
es
sf
ul
 b
ut
 im
m
ed
ia
te
ly
 
re
al
is
ed
 th
at
 th
is
 m
ea
nt
 th
ey
 n
ee
de
d 
to
 re
-n
eg
ot
ia
te
 th
ei
r r
el
at
io
ns
hi
ps
 w
ith
 th
ei
r t
ea
m
: “
yo
u’
re
 re
-
es
ta
bl
is
hi
ng
 y
ou
r p
os
iti
on
 a
ga
in
”.
  F
or
 P
ot
te
r, 
th
e 
st
or
y 
is
 o
ne
 o
f a
 jo
ur
ne
y 
th
ey
 m
ad
e 
w
ith
 th
ei
r 
te
am
: “
It 
w
as
 a
bo
ut
 u
s a
ll 
go
in
g 
on
 th
is
 jo
ur
ne
y 
w
he
re
 th
ey
 w
er
e 
ge
tti
ng
 u
se
d 
to
 m
e,
 I 
w
as
 b
ei
ng
 - 
th
ey
 w
er
e 
se
ei
ng
 m
e 
in
 a
 d
iff
er
en
t l
ig
ht
, I
 w
as
 th
ei
r l
ea
de
r”
.  
Th
ey
 b
eg
an
 b
y 
m
ee
tin
g 
w
ith
 th
e 
te
am
 
an
d 
di
re
ct
ly
 a
dd
re
ss
in
g 
th
e 
su
bj
ec
t: 
ho
w
 th
ey
 w
er
e 
no
w
 in
 a
 n
ew
 ro
le
, a
nd
 w
ou
ld
 b
e 
re
sp
on
si
bl
e 
fo
r 
en
fo
rc
in
g 
or
ga
ni
sa
tio
na
l s
ta
nd
ar
ds
 ir
re
sp
ec
tiv
e 
of
 fr
ie
nd
sh
ip
s, 
bu
t h
ow
 th
ei
r i
nt
er
es
t a
nd
 c
on
ce
rn
 fo
r 
th
e 
te
am
 re
m
ai
ne
d:
 “
Th
ey
 k
ne
w
 th
at
 I 
go
t t
o 
w
he
re
 I 
w
an
te
d 
to
 b
e 
be
ca
us
e 
I w
as
 b
ot
he
re
d 
ab
ou
t 
th
em
.”
   
Po
tte
r a
ls
o 
re
gu
la
rly
 a
sk
ed
 th
e 
te
am
 w
ha
t t
he
y 
w
an
te
d 
fro
m
 th
em
 a
s t
ea
m
 le
ad
er
, a
nd
 h
ow
 
th
ey
 c
ou
ld
 b
es
t s
up
po
rt 
th
em
 in
 th
ei
r j
ob
s. 
 P
ot
te
r h
as
 su
cc
es
sf
ul
ly
 m
an
ag
ed
 th
ei
r t
ra
ns
iti
on
 a
nd
 
es
ta
bl
is
he
d 
a 
ne
w
 re
la
tio
ns
hi
p 
w
ith
 th
e 
te
am
: “
it’
s a
bo
ut
 m
ut
ua
l r
es
pe
ct
 re
al
ly
, I
 re
sp
ec
t t
he
m
, a
nd
 
th
ey
 re
sp
ec
t m
e.
” 
“S
o 
it 
wa
s a
bo
ut
 u
s a
ll,
 so
rt
 o
f, 
go
in
g 
on
 th
is
 
jo
ur
ne
y 
w
he
re
 th
ey
 w
er
e 
ge
tti
ng
 u
se
d 
to
 m
e 
(p
au
se
) I
 w
as
 b
ei
ng
 - 
th
ey
 w
er
e 
se
ei
ng
 m
e 
in
 a
 
di
ffe
re
nt
 li
gh
t, 
I w
as
 th
ei
r l
ea
de
r s
o 
I w
as
 n
ow
 th
e 
on
e,
 y
ou
 k
no
w
, p
os
sib
ly
 d
el
iv
er
in
g 
(p
au
se
) h
ar
d 
m
es
sa
ge
s i
n 
m
y 
on
e-
to
-o
ne
s a
nd
 th
in
gs
, a
nd
 
m
an
ag
in
g 
pe
rf
or
m
an
ce
...
 I’
ve
 tr
ie
d 
to
 ta
ke
 th
e 
te
am
 o
n 
th
e 
jo
ur
ne
y 
w
ith
 m
e,
 ra
th
er
 th
an
 b
ei
ng
, 
w
el
l I
’v
e 
go
t w
he
re
 I 
w
an
t t
o 
be
 n
ow
, I
’m
 n
ot
 
bo
th
er
ed
 a
bo
ut
 a
ny
bo
dy
 e
ls
e.
  T
he
y 
kn
ew
 th
at
 I 
go
t t
o 
w
he
re
 I 
w
an
te
d 
to
 b
e 
be
ca
us
e 
I w
as
 
bo
th
er
ed
 a
bo
ut
 th
em
. 
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M
an
ag
er
 
C
ho
se
n 
st
or
y(
s)
 
an
d 
ca
te
go
ri
sa
tio
n 
St
or
y 
su
m
m
ar
y 
Th
e 
m
ea
ni
ng
 o
f t
he
 st
or
y 
fo
r 
th
e 
m
an
ag
er
 
R
ee
d 
 Te
am
 
le
ad
er
 
C
ho
se
n 
st
or
y 
 O
rg
an
is
in
g 
a 
co
m
m
un
ity
 e
ve
nt
 
 D
iff
ic
ul
t t
as
k 
– 
pa
rt 
of
: 
 M
et
a-
st
or
y 
 
 B
ec
om
in
g 
a 
m
an
ag
er
 
 Ex
is
te
nt
ia
l s
tr
ug
gl
e 
 
R
ee
d 
vo
lu
nt
ee
re
d 
to
 o
rg
an
is
e 
a 
si
gn
ifi
ca
nt
 c
om
m
un
ity
 e
ve
nt
 o
n 
be
ha
lf 
of
 th
e 
or
ga
ni
sa
tio
n.
  T
hi
s 
in
vo
lv
ed
 c
o-
or
di
na
tin
g 
ot
he
r i
nt
er
na
l s
er
vi
ce
s a
nd
 e
xt
er
na
l p
ar
tn
er
s, 
bu
t a
ls
o 
be
in
g 
re
sp
on
si
bl
e 
fo
r 
m
ul
tip
le
 p
ra
ct
ic
al
 a
rr
an
ge
m
en
ts
: “
so
 m
an
y 
th
in
gs
 th
at
 I 
di
d 
no
t e
ve
n 
re
al
is
e 
th
at
 w
er
e 
in
vo
lv
ed
 in
 
pu
tti
ng
 so
m
et
hi
ng
 li
ke
 [t
hi
s]
 o
n 
- t
he
 li
ttl
e 
th
in
gs
 th
at
 y
ou
 fo
rg
et
 a
nd
 th
ey
 ju
st
 li
ke
 ta
ke
 u
p 
yo
ur
 
tim
e”
.  
Th
e 
ev
en
t w
as
 a
 su
cc
es
s a
nd
 R
ee
d’
s i
nv
ol
ve
m
en
t i
n 
it 
is
 im
po
rta
nt
 to
 th
em
, b
ec
au
se
 it
 
sh
ow
ca
se
s t
he
 o
rg
an
is
at
io
n 
to
 th
e 
co
m
m
un
ity
 a
nd
 it
s c
us
to
m
er
s a
nd
 d
em
on
st
ra
te
s R
ee
d’
s 
co
m
m
itm
en
t t
o 
th
e 
or
ga
ni
sa
tio
na
l v
al
ue
s a
nd
 th
ei
r m
an
ag
er
ia
l a
bi
lit
ie
s. 
 W
he
n 
R
ee
d 
w
as
 a
pp
oi
nt
ed
 a
s a
 m
an
ag
er
 th
ey
 w
er
e 
aw
ar
e 
th
at
 th
ey
 d
id
 n
ot
 h
av
e 
th
e 
sp
ec
ia
lis
t 
kn
ow
le
dg
e 
of
 m
an
y 
of
 th
e 
st
af
f t
he
y 
w
er
e 
m
an
ag
in
g:
 “
I k
in
d 
of
 th
in
k 
m
y 
fir
st
 fe
w
 m
on
th
s I
 w
as
 a
 b
it 
lik
e,
 o
h 
m
y 
go
d,
 y
ou
 k
no
w
, w
ha
t a
m
 I 
do
in
g,
 it
’s
 a
 m
as
si
ve
 d
iff
er
en
ce
”.
  H
ow
ev
er
, R
ee
d 
ga
in
s 
co
ns
id
er
ab
le
 su
pp
or
t f
ro
m
 th
ei
r o
w
n 
lin
e 
m
an
ag
er
 a
nd
 m
od
el
s t
he
m
se
lv
es
 a
nd
 th
ei
r m
an
ag
em
en
t 
st
yl
e 
on
 th
em
, f
or
 e
xa
m
pl
e 
in
 re
m
em
be
rin
g 
to
 c
on
si
de
r t
he
 w
id
er
 im
pl
ic
at
io
ns
 o
f d
ec
is
io
ns
 a
nd
 n
ot
 
be
in
g 
“t
un
ne
l-v
is
io
ne
d”
.  
R
ee
d 
al
so
 g
ai
ne
d 
se
lf-
re
co
gn
iti
on
 a
s a
 m
an
ag
er
 th
ro
ug
h 
th
ei
r s
uc
ce
ss
fu
l 
de
liv
er
y 
of
 th
e 
co
m
m
un
ity
 e
ve
nt
 a
nd
 th
ro
ug
h 
st
ar
tin
g 
to
 se
e 
th
em
se
lv
es
 a
s a
 re
pr
es
en
ta
tiv
e 
of
 th
e 
or
ga
ni
sa
tio
n 
w
ho
 e
m
bo
di
es
 it
s v
al
ue
s, 
ra
th
er
 th
an
 a
s a
 sp
ec
ia
lis
t. 
 R
at
he
r t
ha
n 
pr
ov
id
in
g 
sp
ec
ia
lis
t 
ex
pe
rti
se
, R
ee
d 
no
w
 p
ro
m
ot
es
 th
e 
te
am
’s
 w
or
k 
to
 th
e 
or
ga
ni
sa
tio
n 
an
d 
he
lp
s t
he
 te
am
 u
nd
er
st
an
d 
or
ga
ni
sa
tio
na
l o
bj
ec
tiv
es
 a
nd
 p
rio
rit
ie
s:
 “
I j
us
t k
in
d 
of
 lo
ok
 a
t i
t a
s a
 a
s a
 b
us
in
es
s p
er
sp
ec
tiv
e,
 y
ou
 
kn
ow
, w
ha
t a
re
 th
e 
ou
tc
om
es
 g
oi
ng
 to
 b
e,
 w
hy
 w
ou
ld
 w
e 
do
 th
is
, h
ow
 w
ou
ld
 it
 im
pa
ct
 o
n 
th
e 
bu
si
ne
ss
, h
ow
 w
ill
 th
ey
 im
pa
ct
 o
n 
th
e 
te
am
, h
ow
 w
ill
 th
ey
 im
pa
ct
 o
n 
th
e 
cu
st
om
er
”.
  
 
"I
 se
e 
th
at
 e
ve
nt
 a
s k
in
d 
of
 th
e 
ep
ito
m
e 
of
 w
ha
t 
ou
r t
ea
m
 is
 in
 th
e 
or
ga
ni
sa
tio
n,
 so
 it
’s
 g
iv
in
g 
so
m
et
hi
ng
 b
ac
k,
 to
 o
ur
 c
us
to
m
er
s, 
re
al
ly
, b
ut
 a
ls
o 
do
in
g 
it 
in
 a
 w
ay
 th
at
 w
e 
ca
n 
sh
ow
ca
se
 so
m
e 
of
 
th
e 
w
or
k 
th
at
 w
e 
do
 th
at
 c
an
 h
el
p 
th
em
 sh
ow
ca
se
 
so
m
e 
of
 th
e 
lo
ca
l a
ge
nc
ie
s a
nd
 su
pp
or
t s
er
vi
ce
s 
th
at
 a
re
 o
ut
 th
er
e 
fo
r t
he
m
."
 
 “W
e 
ge
t a
 b
ud
ge
t o
f £
X,
00
0 
w
hi
ch
 is
 a
 lo
t o
f 
m
on
ey
 to
 b
e 
he
ld
 re
sp
o 
– 
to
 b
e 
lik
e 
re
sp
on
si
bl
e 
fo
r 
so
, y
ou
 k
no
w
, I
 w
an
t t
o 
m
ak
e 
su
re
 th
at
 it
 is
 sp
en
t 
w
is
el
y 
an
d 
sp
en
t c
or
re
ct
ly
 a
nd
 w
e’
re
 g
et
tin
g 
th
e 
ri
gh
t t
hi
ng
s i
n 
an
d 
th
e 
ri
gh
t p
eo
pl
e 
th
er
e 
an
d,
 y
ou
 
kn
ow
, n
on
e 
of
 it
’s
 g
et
tin
g 
w
as
te
d,
 a
nd
, y
ou
 k
no
w
, 
va
lu
e 
fo
r m
on
ey
 a
nd
 th
in
gs
 li
ke
 th
at
 w
hi
ch
 is
 o
ne
 
of
 th
e 
ke
y 
th
in
gs
 w
ith
in
 th
is
 o
rg
an
is
at
io
n 
th
at
, y
ou
 
kn
ow
, w
e 
al
w
ay
s a
im
 to
, t
o 
w
or
k 
to
w
ar
ds
.”
 
 
Sh
aw
 
 O
pe
ra
tio
ns
 
di
re
ct
or
 
H
el
pi
ng
 tw
o 
m
an
ag
er
s t
o 
w
or
k 
to
ge
th
er
 
 Ex
is
te
nt
ia
l s
tr
ug
gl
e 
(o
f o
th
er
s)
 
     D
ef
en
di
ng
 a
 te
am
 to
 
ex
ec
ut
iv
e 
di
re
ct
or
s 
 Ba
ttl
e 
Tw
o 
m
an
ag
er
s u
nd
er
 S
ha
w
 w
er
e 
in
cr
ea
si
ng
ly
 fi
nd
in
g 
it 
di
ffi
cu
lt 
to
 w
or
k 
to
ge
th
er
 a
nd
 w
er
e 
st
ar
tin
g 
to
 in
ad
ve
rte
nt
ly
 u
nd
er
m
in
e 
ea
ch
 o
th
er
.  
Sh
aw
 b
ec
am
e 
aw
ar
e 
of
 th
e 
si
tu
at
io
n 
an
d 
br
ou
gh
t t
he
 tw
o 
m
an
ag
er
s t
og
et
he
r a
t a
 m
ee
tin
g.
  A
s w
el
l a
s w
ar
ni
ng
 th
em
 o
f t
he
 p
os
si
bl
e 
co
ns
eq
ue
nc
es
 o
f t
he
 
si
tu
at
io
n 
co
nt
in
ui
ng
, S
ha
w
 a
ls
o 
ac
te
d 
as
 a
 m
ed
ia
to
r b
et
w
ee
n 
th
em
, h
el
pi
ng
 th
em
 to
 sh
ar
e 
th
ei
r 
di
ffe
re
nt
 p
er
sp
ec
tiv
es
 a
nd
 su
pp
or
tin
g 
th
em
 to
 fi
nd
 p
ra
ct
ic
al
 so
lu
tio
ns
.  
B
ot
h 
m
an
ag
er
s r
ec
og
ni
se
d 
th
at
 th
ey
 n
ee
de
d 
to
 re
sp
ec
t e
ac
h 
ot
he
r’
s r
ol
e 
as
 m
an
ag
er
s, 
w
hi
le
 S
ha
w
 re
al
is
ed
 th
at
 th
e 
or
ga
ni
sa
tio
n 
co
ul
d 
al
so
 b
et
te
r s
up
po
rt 
re
co
gn
iti
on
 o
f e
ac
h 
m
an
ag
er
. T
hi
s h
as
 le
d 
to
 S
ha
w
 b
ec
om
in
g 
a 
lo
t m
or
e 
“i
nv
ol
ve
d”
 in
 th
e 
m
an
ag
em
en
t o
f t
he
 se
rv
ic
e 
ar
ea
 th
an
 th
ey
 w
ou
ld
 e
xp
ec
t t
o 
be
, b
ut
 “
I b
eg
an
 to
 se
e 
th
at
 th
in
gs
 w
er
e 
ch
an
gi
ng
, a
nd
 th
e 
st
af
f [
 ] 
se
em
ed
 to
 b
e 
re
sp
on
di
ng
 d
iff
er
en
tly
, a
nd
 I 
th
in
k 
it’
s m
ad
e 
a 
re
al
ly
 b
ig
 d
iff
er
en
ce
.”
 
 A
 te
am
 w
ith
in
 S
ha
w
’s
 se
rv
ic
e 
ar
ea
 w
er
e 
al
re
ad
y 
fe
el
in
g 
“d
ow
nt
ro
dd
en
” 
an
d 
un
re
co
gn
is
ed
 b
y 
th
e 
or
ga
ni
sa
tio
n.
  F
ol
lo
w
in
g 
an
 e
xt
en
si
ve
 p
ro
je
ct
, i
t w
as
 id
en
tif
ie
d 
th
at
 p
ro
ce
du
re
s h
ad
 n
ot
 a
lw
ay
s b
ee
n 
fo
llo
w
ed
 c
or
re
ct
ly
.  
Th
e 
te
am
 w
er
e 
be
in
g 
ac
cu
se
d 
of
 b
ei
ng
 a
t f
au
lt 
by
 o
th
er
 m
an
ag
er
s, 
an
d 
so
 S
ha
w
 
ta
lk
ed
 to
 th
em
 to
 e
st
ab
lis
h 
th
e 
fa
ct
s. 
 A
t a
 la
te
r m
ee
tin
g 
be
tw
ee
n 
th
e 
te
am
 a
nd
 se
ni
or
 m
an
ag
er
s t
he
 
te
am
 w
er
e 
su
bj
ec
te
d 
to
 a
 “
ki
nd
 o
f v
ic
io
us
 a
tta
ck
” 
by
 o
ne
 se
ni
or
 m
an
ag
er
.  
A
rm
ed
 w
ith
 th
e 
fa
ct
s, 
Sh
aw
 w
as
 a
bl
e 
to
 d
ef
en
d 
th
e 
te
am
 a
nd
 sh
ow
 h
ow
 th
e 
fa
ul
t a
ct
ua
lly
 la
y 
el
se
w
he
re
.  
Th
e 
m
ee
tin
g 
w
as
 
m
em
or
ab
le
 fo
r t
he
 st
af
f b
ec
au
se
 “
I d
on
’t 
th
in
k 
an
yo
ne
 h
ad
 e
ve
r s
to
od
 u
p 
fo
r t
he
m
 b
ef
or
e.
  I
 d
on
’t 
th
in
k 
th
at
 - 
pa
rti
cu
la
rly
 in
 fr
on
t o
f s
en
io
r d
ire
ct
or
s”
. 
“O
k.
 I 
pi
ck
ed
 th
is
 - 
I t
ho
ug
ht
 a
bo
ut
 a
 c
ou
pl
e 
of
 
th
in
gs
 to
 ta
lk
 a
bo
ut
 re
al
ly
, b
ut
 I 
wa
nt
ed
 to
 p
ic
k 
so
m
et
hi
ng
 th
at
 w
as
 re
la
tiv
el
y 
fr
es
h 
an
d 
th
at
 w
as
 
st
ill
 o
ng
oi
ng
 a
nd
 d
ev
el
op
in
g 
re
al
ly
.  
So
 th
e 
in
ci
de
nt
 I’
m
 g
oi
ng
 to
 g
iv
e 
yo
u 
is
 o
f a
 m
em
be
r o
f 
st
af
f t
ha
t I
 m
an
ag
e.
..t
w
o 
m
em
be
rs
 o
f s
ta
ff.
..a
nd
 
ho
w
 I 
m
an
ag
ed
 a
nd
 h
el
pe
d 
th
em
 m
an
ag
e 
[a
 
di
ffi
cu
lt]
 si
tu
at
io
n.
” 
   “T
hi
s i
s a
 st
or
y 
I t
ho
ug
ht
 a
bo
ut
 sa
yi
ng
 h
er
e 
bu
t i
t 
w
as
 q
ui
te
 o
ld
 so
 I 
di
dn
’t.
.. 
it’
s l
ik
e 
st
uf
f o
f l
eg
en
d 
no
w
, t
ha
t m
ee
tin
g!
 (l
au
gh
s)
  B
ut
 I 
th
in
k 
th
at
 w
as
 
fo
r t
he
m
 th
at
 w
as
 a
 re
al
 tu
rn
in
g 
po
in
t. 
 S
o 
m
y 
re
la
tio
ns
hi
p,
 ra
th
er
 fo
rtu
ito
us
ly
 re
al
ly
, b
ec
au
se
 o
f 
th
at
 m
ee
tin
g,
 m
y 
re
la
tio
ns
hi
p 
w
ith
 a
 lo
t o
f t
he
 
fr
on
t l
in
e 
sta
ff,
 u
m
, h
as
 b
ee
n 
po
si
tiv
e 
fr
om
 th
e 
st
ar
t, 
be
ca
us
e 
of
 th
at
.”
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M
an
ag
er
 
C
ho
se
n 
st
or
y(
s)
 
an
d 
ca
te
go
ri
sa
tio
n 
St
or
y 
su
m
m
ar
y 
T
he
 m
ea
ni
ng
 o
f t
he
 st
or
y 
fo
r 
th
e 
m
an
ag
er
 
T
ay
lo
r 
 Se
rv
ic
e 
m
an
ag
er
 
R
ef
or
m
in
g 
th
e 
se
rv
ic
e 
ar
ea
 
 Ba
ttl
e 
O
ne
 o
f T
ay
lo
r’
s t
ea
m
s f
el
t u
nr
ec
og
ni
se
d 
an
d 
un
de
rv
al
ue
d 
by
 th
e 
or
ga
ni
sa
tio
n:
 th
ey
 w
er
e 
th
e 
“f
al
l 
gu
ys
” 
fo
r a
ny
th
in
g 
th
at
 o
th
er
 te
am
s d
id
 n
ot
 p
ic
k 
up
 a
nd
 w
er
e 
“b
rid
es
m
ai
ds
 o
f t
he
 o
rg
an
is
at
io
n,
 ra
th
er
 
th
an
 th
e 
br
id
e,
 so
 to
 sp
ea
k”
.  
Ta
yl
or
 re
co
gn
is
ed
 h
ow
 a
nd
 w
hy
 th
e 
te
am
 fe
lt 
as
 th
ey
 d
id
 a
nd
 b
eg
an
 to
 
ad
dr
es
s t
he
 p
ro
bl
em
 in
 tw
o 
w
ay
s. 
 F
irs
tly
 th
ey
 a
ct
iv
el
y 
pr
om
ot
ed
 th
e 
va
lu
e 
of
 th
e 
te
am
’s
 w
or
k 
w
ith
in
 
th
e 
te
am
 a
nd
 re
m
in
de
d 
th
em
 th
at
 ta
ki
ng
 o
n 
m
ul
tip
le
 ta
sk
s r
ef
le
ct
ed
 a
 h
ol
is
tic
 c
on
ce
rn
 fo
r t
he
 
cu
st
om
er
.  
B
ut
 s
ec
on
dl
y 
th
ey
 a
dd
re
ss
ed
 h
ow
 th
e 
or
ga
ni
sa
tio
n 
ha
d 
fa
ile
d 
to
 re
co
gn
is
e 
th
e 
te
am
 a
nd
 se
t 
ou
t t
o 
“b
at
 fo
r t
he
m
 a
t m
y 
le
ve
l”
.  
Th
is
 in
cl
ud
ed
 e
ns
ur
in
g 
th
at
 th
e 
te
am
 c
ou
ld
 a
cc
es
s 
al
l 
or
ga
ni
sa
tio
na
l f
ac
ili
tie
s;
 c
el
eb
ra
tin
g 
pe
rf
or
m
an
ce
 su
cc
es
s a
nd
 a
cc
re
di
ta
tio
ns
; e
ns
ur
in
g 
th
ey
 w
er
e 
in
vi
te
d 
to
 e
xt
er
na
l a
w
ar
d 
ce
re
m
on
ie
s;
 a
nd
 a
rg
ui
ng
 th
at
 so
m
e 
pe
rf
or
m
an
ce
 in
di
ca
to
rs
 w
er
e 
no
t a
 tr
ue
 
re
fle
ct
io
n 
of
 th
e 
va
lu
e 
of
 th
e 
te
am
’s
 w
or
k.
  T
he
 te
am
 n
ow
 fe
el
 fu
lly
 p
ar
t o
f t
he
 o
rg
an
is
at
io
n 
an
d 
ar
e 
re
co
gn
is
ed
 b
y 
ot
he
rs
 a
s “
go
in
g 
th
e 
ex
tra
 m
ile
”.
 
 
“T
he
 te
am
 h
ad
 a
 b
ad
 re
pu
ta
tio
n,
 o
r, 
th
e 
pe
rc
ep
tio
n 
of
 th
e 
te
am
 w
as
 th
at
 it
 h
ad
 a
 b
ad
 
re
pu
ta
tio
n 
an
d.
..t
he
y 
fe
lt 
th
ey
 w
er
e 
th
e 
fa
ll 
gu
ys
 
fo
r a
ny
th
in
g 
th
at
...
co
ul
d 
no
t b
e 
de
si
gn
at
ed
 a
s 
so
m
eb
od
y’
s 
jo
b 
ro
le
...
An
d 
 it
 w
as
 a
bo
ut
, I
 su
pp
os
e 
fo
r m
e,
 to
 p
ut
 a
n 
ar
m
 ro
un
d 
th
em
, a
nd
 to
 so
rt
 o
f 
ba
t f
or
 th
em
 a
t m
y 
le
ve
l w
ith
 m
y 
pe
er
s..
.a
nd
 to
 g
et
 
so
m
e.
..r
ec
og
ni
tio
n,
 I 
su
pp
os
e,
 fo
r t
he
 im
po
rt
an
t 
ro
le
 th
at
 w
e 
do
 p
la
y.
” 
 
V
ar
le
y 
 Te
am
 
le
ad
er
 
C
ho
se
n 
st
or
y 
(1
) 
 R
ec
ru
iti
ng
 a
n 
in
ex
pe
rie
nc
ed
 
ca
nd
id
at
e 
 Pe
rs
on
al
 q
ue
st
 (o
f 
an
ot
he
r)
 
 C
ho
se
n 
st
or
y 
(2
) 
 H
el
pi
ng
 a
 si
ck
 
m
em
be
r o
f s
ta
ff
 
 Ba
ttl
e 
 M
et
a-
st
or
y 
 D
ef
en
di
ng
 th
e 
te
am
 
ag
ai
ns
t m
an
ag
em
en
t 
de
ci
si
on
s 
 Ba
ttl
e 
V
ar
le
y 
w
as
 a
 m
em
be
r o
f a
 re
cr
ui
tm
en
t p
an
el
 a
pp
oi
nt
in
g 
a 
po
st
 w
ith
in
 th
ei
r t
ea
m
.  
O
ne
 c
an
di
da
te
 w
as
 
ve
ry
 y
ou
ng
 a
nd
 in
ex
pe
rie
nc
ed
, b
ut
 n
ev
er
th
el
es
s p
er
fo
rm
ed
 v
er
y 
st
ro
ng
ly
 in
 th
e 
in
te
rv
ie
w
.  
V
ar
le
y 
ar
gu
ed
 th
ei
r c
as
e,
 p
oi
nt
in
g 
ou
t t
ha
t t
he
y 
ha
d 
ev
id
en
tly
 re
se
ar
ch
ed
 th
e 
po
si
tio
n 
as
 w
el
l a
s 
de
m
on
st
ra
tin
g 
kn
ow
le
dg
e 
an
d 
ap
tit
ud
e,
 a
nd
 c
on
vi
nc
ed
 th
e 
m
or
e 
se
ni
or
 m
an
ag
er
s 
to
 a
pp
oi
nt
 th
em
: 
“a
t t
he
 e
nd
 o
f t
he
 d
ay
 w
he
n 
pu
sh
 c
om
es
 to
 sh
ov
e 
it 
w
as
, r
ig
ht
 w
el
l y
ou
’v
e 
go
t t
o 
m
an
ag
e 
th
em
, i
t’s
 
um
, o
n 
yo
ur
 h
ea
d 
be
 it
.”
  T
he
 a
pp
lic
an
t h
as
 si
nc
e 
co
nt
in
ue
d 
to
 fl
ou
ris
h 
in
 th
ei
r n
ew
 ro
le
, v
in
di
ca
tin
g 
V
ar
le
y’
s j
ud
ge
m
en
t. 
  V
ar
le
y 
re
ce
iv
ed
 a
 c
al
l f
ro
m
 a
 st
af
f m
em
be
r w
ho
 w
as
 a
t h
om
e 
an
d 
ev
id
en
tly
 v
er
y 
ill
.  
V
ar
le
y 
w
en
t t
o 
th
e 
st
af
f m
em
be
r’
s h
om
e 
an
d 
re
al
is
ed
 th
at
 th
ey
 n
ee
de
d 
to
 g
o 
to
 h
os
pi
ta
l. 
 V
ar
le
y 
ha
d 
to
 d
ec
id
e 
w
he
th
er
 to
 p
rio
rit
is
e 
th
ei
r w
or
k 
re
sp
on
si
bi
lit
ie
s o
r s
ta
y 
w
ith
 th
e 
te
am
 m
em
be
r, 
an
d 
de
ci
de
d 
to
 ta
ke
 
th
em
 to
 h
os
pi
ta
l t
he
m
se
lv
es
; t
he
y 
si
nc
e 
le
ar
ne
d 
th
at
 th
e 
te
am
 m
em
be
r w
as
 s
o 
ill
 th
at
 th
ey
 c
ou
ld
 h
av
e 
di
ed
.  
 
  V
ar
le
y 
to
ld
 a
 n
um
be
r o
f s
ho
rte
r s
to
rie
s a
nd
 s
to
ry
 fr
ag
m
en
ts
 a
bo
ut
 d
ef
en
di
ng
 th
e 
te
am
 fr
om
 d
ec
is
io
ns
 
by
 s
en
io
r m
an
ag
er
s 
w
hi
ch
 w
er
e 
m
ad
e 
in
 ig
no
ra
nc
e 
of
 o
pe
ra
tio
na
l n
ee
ds
 a
nd
 re
al
iti
es
.  
Fo
r e
xa
m
pl
e,
 a
 
de
ci
si
on
 w
as
 m
ad
e 
to
 c
ha
ng
e 
a 
sy
st
em
 w
hi
ch
 w
ou
ld
 u
nd
er
m
in
e 
th
e 
te
am
’s
 w
or
k 
pr
oc
es
se
s a
nd
 th
e 
ef
fic
ie
nc
ie
s t
he
y 
ha
d 
al
re
ad
y 
im
pl
em
en
te
d:
 “
no
bo
dy
’s
 c
on
si
de
re
d 
th
at
, n
ob
od
y’
s t
al
ke
d 
to
 u
s 
ab
ou
t 
th
at
”.
  A
lth
ou
gh
 V
ar
le
y 
is
 se
le
ct
iv
e 
in
 c
ho
os
in
g 
w
hi
ch
 is
su
es
 to
 ta
ke
 u
p 
“’
ca
us
e 
I c
an
’t 
fig
ht
 e
ve
ry
 
in
di
vi
du
al
 th
in
g”
 th
ey
 n
ev
er
th
el
es
s p
re
se
nt
 th
em
se
lv
es
 a
s h
av
in
g 
an
 o
ng
oi
ng
 re
sp
on
si
bi
lit
y 
to
 a
ct
 o
n 
be
ha
lf 
of
 th
ei
r t
ea
m
 to
 a
dd
re
ss
 p
ro
bl
em
s a
nd
 c
on
ce
rn
s, 
an
d 
to
 a
ct
 in
 th
e 
in
te
re
st
s 
of
 th
ei
r t
ea
m
 a
nd
 
th
e 
se
rv
ic
e 
ag
ai
ns
t s
uc
h 
de
ci
si
on
s. 
“I
’m
 p
ro
ud
 p
ar
tic
ul
ar
ly
 o
f t
he
 fa
ct
 th
at
 I 
st
oo
d 
up
 
fo
r t
ha
t p
er
so
n,
 a
rg
ue
d 
th
ei
r c
as
e 
an
d 
w
he
n 
it 
w
as
 
a 
m
ar
gi
na
l d
ec
is
io
n 
as
 to
 w
ho
 w
as
 g
oi
ng
 to
 b
e 
ap
po
in
te
d,
 y
ou
 k
no
w
 I 
ha
d 
th
e 
gu
ts
 to
 b
as
ic
al
ly
 
ar
gu
e 
th
e 
ca
se
 fo
r t
ha
t p
er
so
n.
” 
    “Y
ou
 tu
rn
 u
p 
to
 so
m
eb
od
y’
s 
do
or
 a
nd
 th
ei
r e
ye
s 
ar
e 
ye
llo
w
 a
nd
 e
ve
ry
th
in
g’
s g
oi
ng
 m
ad
, w
ha
t d
o 
yo
u 
do
, w
al
k 
aw
ay
 a
nd
 th
er
e’
s n
ob
od
y 
el
se
 to
 
he
lp
.  
Bu
t o
nc
e 
ag
ai
n 
th
at
 is
 k
in
d 
of
 d
oi
ng
 th
e 
ri
gh
t t
hi
ng
 (p
) a
nd
 b
ei
ng
 tr
ue
 to
 y
ou
rs
el
f, 
is
n’
t i
t 
re
al
ly
 I 
su
pp
os
e.
” 
 “I
 te
nd
 to
 tr
y,
 w
ith
 th
e 
on
e-
to
-o
ne
s, 
co
lla
te
 th
e 
in
fo
rm
at
io
n 
th
e 
be
st
 I 
ca
n 
so
 th
at
 I 
ge
t, 
yo
u 
kn
ow
, 
a 
st
ro
ng
 im
pr
es
si
on
 fr
om
 th
e 
te
am
 a
s t
o,
 y
ou
 
kn
ow
, w
he
re
 I’
m
 g
oi
ng
 to
 ta
ke
 th
e 
fig
ht
, h
a.
  
’C
au
se
 I 
ca
n’
t f
ig
ht
 e
ve
ry
 in
di
vi
du
al
 th
in
g 
be
ca
us
e 
th
e 
ch
ai
n 
of
 c
om
m
an
d 
go
es
 u
p 
qu
ite
 a
 
w
ay
, s
o 
I’
ll 
pi
ck
 th
e 
ke
y 
is
su
es
 th
at
 a
re
 a
ffe
ct
in
g 
pe
op
le
 a
nd
, y
ou
 k
no
w
, I
’ll
 c
on
ce
nt
ra
te
 o
n 
tr
yi
ng
 
to
 m
ov
e 
th
em
.”
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M
an
ag
er
 
C
ho
se
n 
st
or
y(
s)
 
an
d 
ca
te
go
ri
sa
tio
n 
St
or
y 
su
m
m
ar
y 
T
he
 m
ea
ni
ng
 o
f t
he
 st
or
y 
fo
r 
th
e 
m
an
ag
er
 
W
oo
ds
 
 Te
am
 
le
ad
er
 
C
ho
se
n 
st
or
y 
 M
an
ag
in
g 
th
e 
st
af
f 
ro
ta
 
 D
iff
ic
ul
t t
as
k 
– 
pa
rt
 
of
  
 M
et
a-
st
or
y 
 B
ec
om
in
g 
a 
m
an
ag
er
 
 Ex
is
te
nt
ia
l s
tru
gg
le
 
W
oo
ds
 to
ld
 a
 se
rie
s o
f s
to
rie
s a
nd
 st
or
y 
fr
ag
m
en
ts
 il
lu
st
ra
tin
g 
th
e 
ch
al
le
ng
es
 o
f m
an
ag
in
g 
th
e 
st
af
f 
ro
ta
, a
nd
 b
ei
ng
 a
bl
e 
to
 b
al
an
ce
 st
af
f n
ee
ds
 w
ith
 e
ns
ur
in
g 
a 
fu
ll 
se
rv
ic
e 
at
 a
ll 
tim
es
: f
or
 e
xa
m
pl
e 
th
e 
st
af
f m
em
be
r w
ho
 h
ad
 st
re
ss
 a
t h
om
e;
 th
e 
st
af
f m
em
be
r w
ho
 n
ee
de
d 
to
 ta
ke
 tw
en
ty
 m
in
ut
es
 to
 p
ic
k 
up
 th
ei
r c
hi
ld
; t
he
 st
af
f m
em
be
r w
ho
 h
ad
 in
ad
ve
rte
nt
ly
 u
se
d 
up
 a
ll 
th
ei
r l
ea
ve
. 
    W
oo
ds
 w
as
 a
w
ar
e,
 w
he
n 
th
ey
 w
er
e 
ap
po
in
te
d 
as
 a
 m
an
ag
er
, t
ha
t t
he
y 
w
er
e 
in
ex
pe
rie
nc
ed
.  
Th
ey
 
w
er
e 
pa
rti
cu
la
rly
 c
on
ce
rn
ed
 n
ot
 to
 le
t d
ow
n 
th
ei
r o
w
n 
lin
e 
m
an
ag
er
 w
ho
 h
ad
 a
pp
oi
nt
ed
 th
em
 a
nd
 
“p
ut
 th
ei
r f
ai
th
 in
 m
e”
.  
W
oo
ds
’ f
oc
us
 o
n 
m
an
ag
in
g 
th
e 
st
af
f r
ot
a 
de
m
on
st
ra
te
s h
ow
 th
ey
 h
av
e 
be
en
 
ab
le
 to
 lo
ya
lly
 a
ch
ie
ve
 o
rg
an
is
at
io
na
l o
bj
ec
tiv
es
, w
hi
ls
t s
til
l r
ef
le
ct
in
g 
th
e 
pa
rti
cu
la
r n
ee
ds
 a
nd
 
na
tu
re
 o
f t
he
ir 
te
am
 a
nd
 se
rv
ic
e.
  W
oo
ds
 c
an
 se
e 
ho
w
 th
ey
 a
re
 in
cr
ea
si
ng
 in
 c
om
pe
te
nc
e 
an
d 
ex
pe
rie
nc
e 
ov
er
 ti
m
e:
 “
no
w
 a
s I
’m
 g
et
tin
g 
ex
pe
rie
nc
ed
 a
t i
t, 
cl
im
bi
ng
 o
n 
th
e 
bi
ke
 y
ou
’r
e 
so
rt 
of
 li
ke
, 
ye
ah
, y
ea
h 
I’
m
 g
oi
ng
 to
 d
o 
th
at
, y
ea
h,
 y
ea
h-
ye
ah
”.
   
 
“I
t’s
 li
ke
 p
la
yi
ng
 c
he
ss
, i
t’s
 li
ke
 y
ou
’v
e 
go
t t
o 
m
ov
e 
th
in
gs
 a
bo
ut
 to
 g
et
 th
e 
re
su
lt 
yo
u 
ne
ed
...
lik
e 
fo
r i
ns
ta
nc
e 
th
e 
ot
he
r d
ay
, a
 [s
ta
ff 
m
em
be
r]
 n
ee
ds
 
th
e 
ho
lid
ay
...
if 
[t
he
y]
 d
id
n’
t g
et
 th
e 
ho
lid
ay
 [t
he
y]
 
w
ou
ld
 h
av
e 
ha
d 
to
 g
o 
on
 th
e 
si
ck
, q
ui
te
 si
m
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Although the span of responsibility of different organisational levels determines the 
possible scope of stories available to managers (Zaccaro & Klimoski, 2001), it is 
notable that organisational level does not in fact determine the choice of stories 
which managers felt reflected and expressed the nature and meaning of their 
organisational role.  Both Everett and Shaw, the operations directors, talked about 
their roles involving a balance between strategic oversight and occasions of getting 
involved in operational issues.  However, Everett’s chosen story of managing a 
change programme privileges the role of strategic oversight, while Shaw’s two 
stories both focus on specific operational issues and managing individual 
relationships.  At the service manager level, Chapman, Fleming, Jennings, Hancock 
and Taylor all told stories of reforming and developing their service areas – with a 
particular focus on driving up performance – while Abbott focused on developing 
relationships with a particular team within their service area, and Bailey and Reed 
chose stories with an external focus of delivering service improvements to customers
and community events.  Finally, some team leaders told stories which privilege their 
relationships with the staff that they manage, such as negotiating new relationships 
following a promotion (Goddard, Potter) or responding to staff needs and 
expectations (Miller, Varley, Woods) while other stories privilege delivering 
services and fulfilling organisational tasks (Dawson, Irwin, Kendall, Long, Newton, 
Oakley) .  The purpose of this observation is not so much to highlight the 
unsurprising diversity of managerial roles and the functions that they are required to 
fulfil, but that, given the choice, managers chose to focus on different roles when 
describing themselves and their personal role meanings.  Subsequent analysis and 
discussion will further explore and elaborate the individual manager constructions 
of, and responses to their organisational roles, and the different forms of identity 
work undertaken as self-presentations within the context of a research interview.
6.3.2 Reading manager stories as plot
This section presents a more detailed analysis of managers’ chosen stories and of 
meta-stories (Beech & Sims, 2007; Hawkins & Saleem, 2012) identified through a 
narrative reading of the interview text (Riessman, 2008) as set out in section 5.4.3.  
Propp proposes a basic plot categorisation based on two types of narrative 
‘complication’: of ‘villainy’ against the hero or victim, or a ‘lack’ in which 
something is missing or desired and must be sought after (Propp, 1968) (see table 1, 
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section 5.4.3).  However, Propp also identifies a further form of plot, or ‘second 
move’ in which the hero is unrecognised and has to prove themselves.  Following 
initial analysis and categorisation of manager stories, a more detailed typology of 
plot has been developed based on the coded content of the stories.  This typology is 
summarised in table 6.  Essential narrative functions for each plot type are 
highlighted in bold; those in italics represent possible narrative functions within that 
plot.  An example of coding a manager story is presented in figure 7.
Quest
A quest is based on the narrative complication of lack and features a literal or 
metaphorical departure in search of what is lacking.  It is resolved through 
liquidation of the initial lack.  A number of managers told stories that may be 
categorised as quests, and these stories may be further delineated as distinct forms.
Personal quests are a response to a personal lack.  For example, Goddard chose to 
tell the story of how they were promoted to their current team leader role from 
within the team and how they have built on their experience in order to progress: “I 
developed from the bottom upwards so, you know, I haven’t come into the role that 
I’m doing now not knowing”.  Goddard’s story includes help from their manager in 
building up their experience and competency prior to their promotion, the challenge 
of “having to manage people you were once before” and the availability of a 
management training course.  Goddard’s story ends with a sense of completion – a 
liquidation of the initial lack – having established themselves in their new role and 
established a new working relationship with the team.  Potter similarly chose a story 
of promotion and the re-negotiation of relationships with their team afterwards.  
Varley also told a story of a personal quest, but theirs was the story of the quest of a 
young and inexperienced staff member who was applying for a new role; Varley 
themselves sat on the interviewing panel and persuaded the other panel members that
the staff member had shown themselves worthy to be taken on despite their lack of 
experience.   
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Plot type Description Narrative functions (Propp, 
1968) 
Notes
1. Quest Response to a 
lack
Literal or 
metaphoric 
‘going out’ in 
search of what is
lacking
0 – The initial situation
1 – Absentation
2 – Interdiction
3 – Violation 
8a – Lack
9 – Mediation or Connective 
incident
10 – Beginning counteraction
11 – Departure
12 – The Donor
13 – The hero’s reaction
14 – Acquisition of a Magical Agent
15 – Spatial Transference
19 Liquidation of the Lack
Personal quest – response to a 
personal lack e.g. seeking 
betterment, promotion.
Dispatched quest – response to a 
lack in others.  The hero is 
dispatched by another.  Function 9 
and 10 will be present to signify the
agreement to undertake the quest 
for another.
Initiated quest – response to a lack
in others.  The hero initiates action 
themselves.
2. Battle Response to 
villainy
The victim 
suffers harm or 
misfortune – a 
loss from a 
previous state
0 – The initial situation
1 – Absentation
2 – Interdiction
3 – Violation 
4 – Reconnaissance
5 – Delivery
6 – Trickery
7 – Complicity
8 – Villainy
9 – Mediation or Connective 
incident
10 – Beginning counteraction
11 – Departure
12 – The Donor
13 – The hero’s reaction
14 – Acquisition of a Magical 
Agent
15 – Spatial Transference
16 – Struggle
17 – Branding
18 – Victory
20 – Return
21 – Pursuit
22 – Rescue
3. Existential
Struggle
The second 
move 
The hero is 
initially 
unrecognised 
and has to prove
their true 
identity or their 
qualities
23 – Unrecognised arrival
24 – Unfounded claims
25 – Difficult task
26 – Solution
27 – Recognition
28 – Exposure
29 – Transfiguration
30 – Punishment
31 – Wedding
Table 6 – Typology of plotlines of medial manager stories
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Goddard’s story – Becoming a team leader 
Description 
 
Establishing their 
experience as an officer 
 
Desire for promotion 
 
Goddard’s manager is 
supportive. 
 
 
Goddard is promoted 
(leaving their old role) 
and faces initial 
challenges. 
 
They receive personal 
support from their 
manager and is given 
formal training to 
support their transition. 
 
 
Goddard has  
established themselves 
in their new role and 
established new 
working relationships. 
Illustrative quote 
When I joined...it was very small.  I’ve seen it 
from the beginning. 
 
I wanted to progress my career... 
 
My manager was very supportive...trying to 
build up my knowledge and encourage me to 
apply for the position. 
 
you’re having to manage people who you were 
once before 
 
 
[My manager] would, you know, help me with 
any queries I had.  [They] arranged for me to go 
on, erm, a Team Leader training course as well 
...so we’ve had kinds of formal type training as 
well as (pause) assistance every day. 
 
 
And now (pause) in terms of the story it’s, it’s 
just the everyday management of (pause) the 
[service area] and supporting the [officers], you 
know, whether it’s personal issues or (pause) 
things to do with work.  
 
Narrative function 
0 – Initial situation 
 
 
8a Lack 
 
9 Mediation 
 
 
 
11 Departure 
 
 
 
15 Spatial 
transference, 
guidance 
 
 
 
 
19 Liquidation of 
the initial lack 
 
 
Figure 7 – Example of coding a plotline
A second form of quest concerns a lack in another.  These may be further 
distinguished as ‘dispatched’ and ‘initiated’ quests.  In dispatched quests the 
manager is ‘dispatched’ by another to fulfil the lack.  For example, Abbott was asked
to integrate a particular team: “It was, you know, an ask of me...to start to change 
things and make it different...the organisation knew that this particular set of people 
needed to be more integrated” (Abbott, service manager).  Similarly, the stories of 
Kendall, Long and Oakley all made clear reference to their success in responding to 
organisational need and explicit organisational requests of them: “it is a positive 
thing isn’t it, it’s a task that I’ve been asked to do and I’ve done it” (Oakley, team 
leader).  In initiated quests the manager recognises and responds to the lack 
themselves.  This is not to say that the manager acts unilaterally but that, in contrast 
to a focus on answering an organisational request, the manager presents themselves 
as acting and responding without any reference to organisational direction.  For 
example, the stories of Bailey, Jennings and Newton all present them as being driven
141
by their own experience and expertise, identifying what customers or the 
organisation need and then acting in response to that need.  When Chapman tells 
their story of reforming their service area they present themselves as acting to 
implement their own vision and to persuade the organisation of that vision:
The more I’ve said it - the more I’ve sold it, the more I’ve said it, the better it
makes sense really... So it’s always - they just jumped on board.  None of 
them’s ever said, no that’s not the way you should run the business... That’s 
– I’ve brought that in myself, in my vision, ‘cause I think that’s the best thing 
to do. – Chapman, service manager
Battle
A battle is based on the narrative complication of villainy.  Villainy is distinguished 
from lack because the victim has suffered harm or misfortune to reduce them from a 
previous state, whereas lack indicates a desire to gain or improve something.  Based 
on this interpretation, villainy in manager stories can be read in a number of ways.  
Villainy may directly involve a villain.  For example, Fleming, Shaw, and Taylor tell
stories which feature the actions or lasting effects of former senior managers.  
Fleming constructs their task of reforming their service area in terms of repairing the 
effects of previous managers:
I mean in the past...it was effectively just a big downward pressure so [senior
managers] talk to the managers, the managers come into the room, ‘What 
the effin’ ‘ell are you doing, why aren’t we doing this, what’s going on’...
[staff] were always waiting for the door to open and for them to fall through,
they were always waiting for the rants, they were waiting for the attack. – 
Fleming, service manager
Fleming’s story is therefore read as a battle against the effects of villainy rather than 
as a quest to address a lack (for example, of performance, although that was also a 
consequence of the villainy.)  Miller and Varley both told stories in which they 
undertake “battles” (Varley) against existing managers who are either ignorant of the
effect their decisions can have on staff and operations, or who blame staff without 
knowing all the facts.  For Miller this also includes the recognition that the 
organisation’s expectations of staff are not always realistic or achievable.  Other 
embodiments of villainy include a tenant who stole an immersion heater and caused 
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a flood (Irwin) and campaigners against stock transfer who engaged in “dirty 
dealings” (Hancock).  Villainy may also be indirect, such as the negative effects of 
external events such as funding reductions (Oakley) or the effects of government 
legislation on customers and the organisation (Dawson, Everett); or read 
metaphorically, such as Varley’s story of a staff member who was struck down by 
serious illness.
Existential Struggle
A final type of plot is existential struggle, or the struggle for recognition.  This is 
based on what Propp (1968) categorises as a ‘second move’ which follows the initial 
complication and resolution of lack or villainy, and in which the hero finds 
themselves unrecognised and having to prove their worth, often through the 
completion of ‘difficult tasks’.  Existential struggle took a number of forms within 
manager texts. Hancock and Miller directly chose stories in which they struggled to 
gain full recognition for themselves commensurate with their experience and 
position.  Reed and Woods both told stories (organising a community event and 
managing the staff rota) for which it was initially difficult to find a recognisable 
plotline.  However, reading these accounts as difficult tasks led them to be 
interpreted not as discrete stories but as contributing to a wider meta-story of 
becoming a manager through a demonstration of their managerial qualities.  Thirdly, 
Fleming, Irwin and Oakley all told stories which could be read as discrete plots, but 
which, when read as a narrative whole, formed a wider meta-narrative of struggling 
for organisational recognition.  For example, Oakley talked about the challenge of 
managing a new team whose work they had little prior experience of.  In response to 
this, Oakley’s text presents them as seeking to construct a new managerial identity in
which technical expertise is supported and supplemented by wider managerial skills. 
Oakley explained that they deliberately chose their two stories about marketing the 
service and managing an organisational restructure to demonstrate what they saw as 
their key qualities as a manager: “So obviously you’ve got the practical side but also 
the other side...they’re management skills aren’t they, change management’s one of 
them and then the other thing was the team work and that stuff.”
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Summary – reading manager stories as plot
Reading manager stories in terms of plot offers a means of gaining rich insights into 
the personal experiences of managers, and personal meanings of management.  
Analysing the plot of manager stories draws attention to certain particular meanings 
and functions that managers chose to privilege when presenting themselves.  
Manager stories of their own personal quest or existential struggle construct the 
manager role as a state of ‘being’ or ‘becoming’ rather than ‘doing’: in such stories 
managers are engaging with and reflecting on the meaning of organisational roles 
and what it means to fulfil them.  In particular, such stories draw attention to the role
of other organisational actors in recognising the manager and their capabilities, and 
this will be further explored in the next section.  However, whereas personal quests 
construct the manager’s current role as the successful fulfilment of a lack, and 
privilege the process of ‘becoming’ a manager, existential struggles reveal the 
potential tensions between organisational actors’ understanding of managerial roles, 
and the sometime struggle to ‘be’: that is, the struggle to reconcile personal 
understanding and role meaning with those of others.  For example, managers such 
as Fleming, Oakley, Reed and Wood described processes of coming to an 
understanding of themselves as managers which also aligned with and met 
organisational expectations of being a manager; while Hancock, Irwin and Miller 
described facing a direct challenge to their own understanding of their role and 
capabilities by lack of organisational verification.  Dispatched and initiated quests 
both privilege the role of the manager as ‘doing’ or acting on others to achieve goals,
but also suggest differences in manager self-construction.  Dispatched quests 
position the manager as a loyal and capable servant of the organisation who is able to
fulfil its demands, and it has been noted how managers such as Abbott, Kendall, 
Long and Oakley emphasised their success in carrying out organisational requests; 
whereas initiated quests position the manager as an experienced and capable agent 
who acts in response to need, drawing on their personal expertise which gives them 
insight not available to the organisation (e.g. Bailey, Jennings, Newton) or enables 
them to implement a personal vision, as suggested by the accounts of Chapman and 
Taylor .  Finally, stories of battles construct managers as defenders and protectors of 
others and suggest a moral dimension of management as ‘doing the right thing’ in 
response to an injustice.  This is nicely illustrated by Varley who explicitly 
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constructs their story of taking a sick staff member to hospital (villainy as the effects 
of illness) as an example of doing the right thing:
You turn up to somebody’s door and their eyes are yellow and everything’s 
going mad, what do you do, walk away and there’s nobody else to help...I’ve 
never made a fanfare about it, I’ve never really said anything to anybody 
about it. – ‘V’, team leader
Plot analysis therefore reveals both the very different ways in which a manager role 
may be conceptualised and experienced, and the very personal ways in which 
managers make sense of such ambiguities through narrative (Hopkinson, 2003; 
Ibarra & Barbulescu, 2010).  By reading manager stories as plot it has been possible 
to uncover some of the subtle but distinctive ways in which managers may author 
themselves: as a successful hero in search of personal betterment and achievement, 
or as a disguised or hidden one struggling to gain recognition; as a loyal and reliable 
servant of the organisation or as an independent agent who seeks out and responds to
need or injustice.  In other words, although the research data is drawn from single 
self-presentations of managers within the context of research interviews, it 
nevertheless highlights the range of different ways in which one might present 
oneself as a manager and therefore the different ways in which one might ‘be’ a 
manager, and how manager roles may be experienced.  The next section examines 
how analysis of manager stories in terms of narrative roles further reveals some of 
the different ways in which managers – and management – may be authored.
6.3.3 Reading manager stories as narrative roles
The next stage of narrative analysis involves identifying the different roles, or 
dramatis personae, within a story.  Propp (1968) argues that although there may be 
an infinite range of ‘personages’ there are a very limited number of roles which fulfil
specific narrative functions.  The categories of dramatis personae are set out in table 
2 (section 5.4.3).  As with plot analysis, the research has further amended, clarified 
and developed the nature and roles of narrative dramatis personae from Propp’s 
original (1968) typology.  Whereas Propp regards them as mere instigators of 
narrative functions, such that the characters inhabiting different roles provide mere 
colour to the tale and do not fundamentally affect the narrative, this research also 
pays attention to which organisational actors are cast into which narrative roles.  
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Analysis of the narrative roles adopted by the manager themselves, and roles 
ascribed to others, enables further insight into the manager’s workplace identity and 
their perceived relations with and positioning against others.  
Narrative roles adopted by managers
The majority of managers adopted the role of the hero in their chosen stories: that is, 
the central character who undertakes action to resolve lack or struggle with villainy, 
or who must gain recognition and prove their qualities.  Nevertheless, there are some
exceptions.  First, both Dawson and Long share the central hero role with others.  
Although Long frames their story of achieving an accreditation as an example of 
their personal success – “right from the outset they said, no, you do it, you project 
manage it, you know, you’re the [one] with the [ ] knowledge, you do it” – they 
almost exclusively tell their story in a plural voice in which it is not always clear 
whether “we” refers to Long themselves, their staff, the management team or the 
whole service area.  Dawson’s story casts their team as heroes who assist customers 
to resolve problems, but their language also claims their team’s achievements as 
their own.  Although Dawson does not directly assist customers themselves, helping 
customers still represents the meaning of their role, and they similarly blur their own 
role with those of the team they manage:
What more can you ask?  If you can help someone... you’re very lucky to be 
able to do that, you know.  I’m happy but I’m proud of the team and I’m 
proud of what we try to achieve and that, so in that respect I think, you know,
sometimes you can hold your head up high and think, you know, I’ve done, at
least I’ve tried to help someone, I’ve done my best for them. – Dawson, team 
leader
A number of managers also adopt other narrative roles in their storytelling: that is, 
they tell stories in which other organisational actors fulfil the role of the hero who 
undertakes action to resolve lack or struggle with villainy.  The father refers to one 
who dispatches the hero, and who also provides recognition and verification that the 
hero has fulfilled their task or should be recognised.  This role is adopted by Everett 
who dispatches staff to assist customers and determines their success, and by Shaw 
who formally recognises and promotes the qualities of managers and potential 
managers in their service area.  Newton also describes a form of father role: having 
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organised the community event (a hero role) their role then shifts to ensuring that 
staff are directly engaging and interacting with customers in order to find out and 
address their needs; and their text also suggests some degree of verifying how their 
staff fulfil their roles by supporting staff to reflect on how their practice fulfils 
organisational values.  The helper is one who provides direct assistance to the hero in
their quest or struggle: for example Newton and Dawson describe providing expert 
knowledge to staff who are working with customers; Newton and Reed both describe
being able to facilitate staff actions and outcomes through their higher organisational
position – “I just might know who to pull directly for them, to resolve an issue” – 
(Newton, team leader); Shaw directly offers mediation and support to their two 
conflicting managers; and Hancock describes assisting tenants to campaign for a 
second vote on stock transfer.  The donor is one who interrogates or tests the hero 
and whom the hero must satisfy in order to gain a magical agent to assist them, or to 
be able to proceed.  The clearest example of this is Varley’s role in a recruitment 
panel which involves testing the staff member (the hero) who is seeking promotion, 
but Shaw can also be seen as acting as a Donor in requiring their managers to 
demonstrate their ability to work together.   
Adopting roles such as father, helper or donor is not simply a reflection of the 
manager’s role in supporting and developing staff.  Read as narrative plot, managers 
who adopt roles other than the hero are telling stories in which other actors undertake
the hero role and they themselves are supporting characters.  Narrative analysis 
therefore offers some insight into how managers might differently construct their 
organisational roles and their organisational purpose: whether they choose to present 
themselves as primarily taking action themselves, or as facilitators of the work and 
actions of others; and the different kinds of ways in which managers might facilitate 
the work and actions of others.  Whereas helper roles emphasise directly supporting 
and enabling staff, a father or a donor role still affords the manager some distance 
and authority as one who dispatches and verifies, or tests the capabilities of others; 
and helper and donor roles both emphasise the importance of knowledge held by the 
manager and differentiates them from others.
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Narrative roles ascribed to others
Further insight into the personal construction of organisational roles can be gained 
by analysing the organisational and other actors whom managers include in their 
stories, and the roles ascribed to them within manager storytelling.
The father
The father is categorised as one who dispatches the hero, either on a quest to find or 
rescue a victim, or who sets the hero difficult tasks and ultimately recognises and 
verifies their qualities (table 2, section 5.4.3).  For managers who told stories 
characterised as dispatched quests (Abbott, Kendall, Long and Oakley) the 
organisation is positioned as a dispatcher of the manager on a quest in the service of 
the organisation, and those managers also referred to recognition from the 
organisation that they had been successful: “it’s been an experience because you 
don’t know how these things are going to work until you get feedback from other 
people” (Oakley, team leader).  Oakley’s text also suggests how being ‘dispatched’ 
by the organisation and successfully fulfilling the task supports their growing 
recognition of themselves as a manager: 
So the marketing task, working with other people, doing something that was 
related to the business objectives and it was something that, you know, I’d 
implemented.  And it’s sort of - it is a positive thing isn’t it, it’s a task that 
I’ve been asked to do and I’ve done it. – Oakley, team leader
For Jennings, their story of initiated quest describes a struggle for organisational 
recognition of the value of their service area, and achieving such recognition 
represents the completion of the story: 
[It] kind of really encouraged me that actually the tables had really turned 
from – just go and sit in a corner and we’re not really sure what you do and 
we’re not really bothered, to actually we believe in [your service area] and 
here’s [more resources] because we believe that you’ll do the right 
thing...and you’ll get the outcomes. – Jennings, service manager
As a team leader Irwin also seeks organisational recognition for the value of their 
role as a manager through a new job title which properly reflects their understanding 
of the role, but this remains elusive: “We manage the service, we don’t just supervise
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staff, we manage the actual service and I know it’s only a title but it’s a title that I 
think is necessary if you’re doing the job.”
Donors and helpers
The donor is one who tests the hero, while helpers directly assist the hero, for 
example by helping them to find the victim or sought-after object (table 2, section 
5.4.3).  For several managers (Fleming, Goddard, Reed and Woods) being helped 
and tested by their own line manager is presented as an important factor in them 
being or becoming a manager.  Fleming’s story particularly positions more senior 
managers as donors who test them.  Their reform of their service area is achieved in 
part through a series of literal, often difficult interrogations by senior managers 
including their own line manager, through which they come to realise what they need
to do to be successful: have a thorough understanding of their service themselves, 
and act authentically towards their team.  Fleming interprets these interrogations as 
tests which they eventually pass:
A lot of the stuff that was said was hurtful, it was really I suppose, sort of 
(pause) I suppose a slap in the face (pause) but (pause) it’s what you do from
that point...do you then break down or do you pick yourself up and shake 
yourself off and move forward. – Fleming, service manager
Other sources of being tested by donors in manager stories include external assessors
who test the organisation (Hancock and Long); and staff, to whom Potter 
deliberately subjects themselves to testing, casting them into the role of donor by 
asking them what they want from Potter as a team leader: “because I see my role as 
being empowering them to perform as best they can, so giving them the things that 
they need to do the job” (Potter, team leader).  For Goddard, Reed and Woods their 
own line managers are positioned as helpers, assisting them to grow in their manager
role: for Goddard this included being given new responsibilities before they sought 
promotion to strengthen their eventual application.  However, in Abbott’s story it 
was their team leaders who helped Abbott to change the culture of the team they 
sought to integrate because of their existing relationship with staff and commitment 
to supporting Abbott’s goal.
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Victims and villains
Victims may be the subjects of villainy or of a quest (table 2, section 5.4.3).  In 
manager stories the role of victim is filled by customers who either suffer from the 
effects of villainy caused by external events (Dawson, Everett, Irwin, Miller) or lack 
due to organisational ignorance (Bailey, Newton), or staff members who are either 
‘lost’ (Abbott) or suffering the effects of internal forms of organisational villainy 
(Fleming, Miller, Shaw, Taylor, Varley) and the significance of this difference is 
addressed in the next section with analysis of the ways in which managers construct 
their social worlds.  The role filled by villains offers particular insight into manager 
constructions.  Externally, villains affecting customers include other customers and 
residents (Irwin, Miller), campaigners against stock transfer (Hancock) and the 
generalised effects of external changes and government reforms (Dawson, Everett) 
as well as unspecified misfortune and difficulty compounded by lack of 
organisational recognition (Bailey, Newton).  Internally there was very limited 
criticism of the organisation by managers in their texts, with only two managers 
citing existing senior managers for the way they sometimes accuse staff (Miller) or 
make decisions (Varley) without checking all the facts first.  However, Abbott, 
Fleming and Shaw all referred to the effects of former managers on their staff, which
may represent a useful strategy for enabling managers to characterise bad 
management whilst demonstrating organisational loyalty.  Taylor’s text particularly 
suggests the tensions of initiating change whilst remaining loyal to the organisation.  
In their story they describe themselves as acting as the team’s defender, “to put an 
arm around them, and to sort of bat for them at my level with my peers”.  They 
suggest that the team’s feelings of being badly treated by the organisation were more
about the team’s perceptions rather than organisational actions:
The team had a bad reputation, or, the perception of the team was that it had
a bad reputation and that they were – you know, they felt they were the fall 
guys for anything that was sort of, you know, could not be designated as 
somebody’s job role. – Taylor, service manager 
However, the actions that Taylor then describes themselves as taking to improve the 
team’s morale include ensuring they are able to enjoy the new facilities shared by 
other staff, getting them invited to award nights and promoting the value of their 
work to other managers.  In constructing the story in terms of addressing ways in 
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which the organisation could better recognise the team (in contrast to Abbott’s story 
which focused on bringing a ‘lost’ team back into the organisation and enabling 
them to adopt organisational values and standards) Taylor’s story may be read as a 
battle with and defeat of unintentional organisational villainy rather than a quest; but 
it also illustrates how a manager may carefully seek to avoid direct criticism of 
organisational actions, by constructing the problem as the team’s perception, whilst 
still describing how they have responded to the effects of those actions.
Summary – reading manager stories as role
Analysing manager stories in terms of narrative roles reveals a number of important 
insights into the different ways in which managers may author and construct 
themselves and others in their organisational roles.  First, such narrative analysis can 
suggest the importance and nature of relationships with other organisational actors
(Sims, 2005a; Whittle, et al., 2009) which may not be explicitly acknowledged.  For 
example, Abbott, Hancock, Jennings and Taylor all told (current) stories involving 
services or teams that were not perceived to be fully included or recognised, while 
Miller and Varley’s stories involved criticism of manager decisions and values; but 
almost all managers also referenced the discourse of ‘shared moral purpose’ during 
their interviews in which the organisation works as one for the benefit of customers.  
Role analysis may also reveal useful insights into the nature of managerial 
verification.  Constructing and sustaining a managerial identity requires verification 
from others (Beech, 2008; Down & Reveley, 2009; McDonald, et al., 2008; Watson, 
2008) but managers at Panorama described seeking verification from a wide range of
different organisational sources.  These included direct verification and recognition 
from their team (Potter), from their line manager and other senior managers 
(Fleming, Reed, Woods) or from the organisation (Hancock, Irwin and Miller who 
sought different grades or job titles, and Kendall who sought an organisational role 
that appropriately reflected their skills).  Managers also described seeking and 
gaining verification more indirectly.  Hancock and Jennings both suggested that 
organisational recognition of their service areas was a verification of their own 
managerial roles.  Other managers described finding personal verification of their 
managerial qualities through reflecting on their own experiences.  Abbott presented 
their chosen story as an important way in which they developed as a manager: “I 
think it’s really taught me about how to lead people”.  Similarly, Oakley’s text has 
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been interpreted as a meta-story in which, in response to their inability to fulfil team 
expectations of the manager as expert, Oakley constructs an alternative managerial 
identity which draws on organisational discourses of management and their 
willingness to take up opportunities for management qualifications in order to 
construct and support a managerial identity: “Having the qualifications does help.  I 
know experience is important as well but I think if you’ve got the balance it does 
help” (Oakley, team leader).  
In contrast, other manager stories did not include any explicit reference to or concern
with gaining verification of their manager or other qualities: within their presented 
stories and texts their skills and qualities are not in question, either for the manager 
themselves or for others.  This is closely linked to another aspect of narrative 
analysis.  As well as studying how the different narrative roles are cast within 
manager stories, role analysis may also suggest the relative importance of others 
within the story for the narrating manager, and therefore offers insight into how the 
manager may experience their organisational role and constructs an organisational 
identity (whilst recognising the manager texts as context-specific self-presentations 
and an account of experience rather than the experience itself).  Managers such as 
Chapman, Goddard, Newton and Taylor tell stories in which their own role as hero 
(or donor or helper) is unambiguous and which does not rely on other narrative roles.
Other managers tell stories in which other roles play a significant part in their own 
story and its meaning, such as recognition by a father or testing by a donor, or 
customers or staff members as victims in need of rescue; or who blend their roles 
and stories with those of others; or who adopt multiple roles within their stories.  
This may be illustrated by contrasting the stories of Chapman and Fleming.  Both are
stories of coming into the organisation and seeking to transform the culture and 
performance of their respective service areas.  However, as noted above, Fleming’s 
story is one of battle and existential struggle, to overcome the effects of former 
managerial villains and to fulfil current organisational expectations of becoming a 
manager, through eventually passing the numerous tests posed by senior managers 
(donors).  A managerial identity is hard-earned and dependent on overcoming and 
convincing many others.  In contrast, Chapman’s story is of the hero coming into the
organisation with a clear vision and delivering it successfully with no obstacles:  
“When someone says we’ll give the blank canvas and you do what you want, that’s 
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exactly what happened.”  Despite telling superficially similar stories about similar 
managerial roles, a narrative plot and role analysis reveals significant differences in 
Chapman’s and Fleming’s managerial experience, self-presentations and identity 
work.
The roles adopted by managers themselves may also reveal important insights into 
their experience and the ways in which they construct a managerial identity.  The 
value of this may be illustrated by considering the issue of managers as former 
practitioners, who have been promoted from team members directly delivering 
services to managerial positions (Bolton, 2005; Currie & Brown, 2003; Warhurst, 
2011).  Newton’s story constructs them as adopting a range of narrative roles: first as
the hero in recognising and initiating the need for further customer assistance, but 
then shifting to a father role in dispatching staff to speak to customers and identity 
their needs, and as helper in supporting staff.  In shifting between and blending these
roles they draw on their experience as a practitioner to offer critical insight and 
guidance to staff in their own practice: 
If you think what the principle means, you think well how can I put that into 
practice, that’s the bit that I like and enjoy because that’s requiring a bit 
more creativity, it’s requiring not just doing it myself, it’s about selling that 
vision to, to other staff you want to try and give them an understanding of the
true value of what they do. – Newton, team leader
Dawson also describes such a facilitative role, but as previously noted, their text also
seeks to underplay distinctions between themselves and their team, suggesting that 
they still seek to construct themselves primarily as a (senior) practitioner rather than 
a manager, as a fellow hero with their team:  “So that’s how we do it, we’re always 
communicating and work with each other” (Dawson, team leader).  In contrast, the 
roles adopted by Newton maintain their distinction from their team as one who is 
both more experienced and able to set and direct tasks for them.  Bailey illustrates 
another response to the role of managers as former practitioners.   In their chosen 
story they adopt a hero role in which they actively lead a programme of work to 
improve facilities for vulnerable tenants.  Although they are no longer a practitioner 
they maintain a central role in their story of delivering the programme, as one who 
agrees on the work, leads and co-ordinates it, manages the budget and plans future 
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works: “it’s my baby”.  Their managerial role enables them to continue to fulfil their 
commitment to vulnerable tenants “cos for me there has to be...meaning behind what
I do”.  Again, this is in contrast to Newton whose initial hero role is complemented 
by supporting their staff to carry out the goals they have identified.  The challenges 
of being able to let go of former practitioner activities in which they had been 
successful are recognised (Austin, et al., 2013; McConville & Holden, 1999); but 
narrative role analysis reveals some of the subtly different and nuanced ways in 
which managers may seek to construct a role which continues to have personal 
meaning, and utilises their practitioner knowledge and experience.
6.3.4 A narrative reading of manager identity
Narratives enable us to understand and contextualise people’s beliefs regarding what 
they believe to be most significant about themselves (Humphreys & Brown, 2002) 
and the ways in which they account for themselves and others (Brown, 2006; Brown 
& Humphreys, 2006).  The methods of story elicitation and narrative analysis reveal 
not so much the unsurprising diversity of managerial roles and functions that 
managers are required to fulfil but how, given the opportunity to present themselves 
as they wished, managers chose to privilege different manager functions, such as 
such as delivering tasks, managing staff relationships or responding to tenant needs, 
in their storytelling.  Analysing manager stories in terms of plot structure and 
narrative roles further reveals how managers may individually author themselves and
others: as heroes on personal or organisational quests, as donors and helpers to other 
organisational heroes, as loyal servants or as responsive agents.  It also reveals the 
ways in which various and varying others may be positioned as being involved with, 
influencing or impinging upon the manager: as fathers recognising the manager’s 
qualities, as victims to be defended or villains to be challenged, as donors and 
helpers to be assisted by.  Narrative analysis reveals not simply the range of different
functions involved in management but the range of possible meanings of 
management and the range of ways in which managers fulfilling similar 
organisational roles may construct, define and author themselves.  Narrative analysis
has therefore been highly effective in contributing towards research objective 3: to 
uncover how managers personally understand their organisational roles, and the 
personal meanings that they attribute to their roles.  Moreover, the findings revealed
so far through narrative analysis therefore strongly support calls not to treat 
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managers as homogenous entities based on their organisational or hierarchical level
(Currie & Proctor, 2005; Kilroy & Dundon, 2015; Musson & Duberley, 2007; R. 
Thomas & Linstead, 2002).  The implications of treating managers as individuals 
with highly personal responses to their organisational position are developed 
throughout the research findings, analysis and discussion (chapters 6, 7 and 8).  
Narrative analysis also starts to uncover some of the discursive resources used by 
managers, and offers insight into the ways in which managers may respond to, and 
position themselves within or against organisational narratives (Beech & Johnson, 
2005; Cunliffe & Coupland, 2012).  Some managers draw on the organisation (or 
individual senior managers) to construct and sustain identity, but in different ways: 
as a narrative reflection of their own development (Goddard who has “seen it from 
the beginning”); as a template for a good manager (Abbott, Fleming, Oakley); as a 
setter of tasks to fulfil (Kendall, Long); as a verifier of the manager and their 
qualities (Fleming, Hancock, Jennings, Reed, Woods and Irwin (unsuccessfully)).  
Others drew on personal meanings which are not constructed as dependent on 
organisational verification: Chapman and Taylor described bringing their own vision
to their service areas; Bailey, Dawson and Newton drew on their practitioner 
experience to construct particular – but distinct – manager identities; Miller and 
Varley suggested that they knew better than their own managers what their 
managerial role and responsibilities, and organisational values should be.  In the next
section the individual ways in which managers respond to their organisational 
context is further examined through a paradigmatic analysis of their stories. 
6.4 Medial manager texts: paradigmatic analysis
This section continues the second stage of analysis and the addressing of research 
objective 3 – the self-presentations of medial managers – by presenting a 
paradigmatic analysis of the medial manager interview texts.  Drawing on the work 
of Levi-Strauss (1963, 1983) this analysis is built on the concept that individuals not 
only construct narratives in order to make sense of themselves over time, but to 
establish and trace a mediating path through a social landscape of selected 
oppositions.  In other words, having established the narrative structure of the stories 
told by managers, this level of analysis is concerned with the social landscapes that 
managers construct through their storytelling, and how they position themselves 
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within that social world.  The section demonstrates how such paradigmatic analysis, 
which looks for sets of oppositions within the manager stories and wider interview 
texts, may reveal insights into the nature of the organisational, social worlds in 
which managers work – that is, the sources of identity regulation they are subject to 
– and also offers insight into the identity work undertaken by managers, by revealing
the very different natures and dimensions of the social worlds that they construct.  
Figure 8 - Position of paradigmatic analysis within the analytical process
6.4.1 Constructing a social world
This section presents the paradigmatic analysis of each medial manager interview 
text.  Following a form of thematic analysis (King & Horrocks, 2010) described in 
section 5.4.3 the interview texts were read and coded in terms of oppositions.  These 
descriptive oppositions were then clustered into higher level interpretative codes, and
finally into an overall thematic code which characterises the overall way in which 
the medial manager constructed an organisational and social world within their 
interview text.  
A summary example of such coding for manager Goddard is provided in figure 9.  
Goddard’s narrative coding was previously illustrated in in section 6.3.2, figure 7.  
Goddard’s story of becoming a team leader has been characterised as a personal 
quest, and included the challenge of “having to manage people who you were once 
before”.  Paradigmatic analysis of Goddard’s story and the subsequent discussion 
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Figure 2 – Summary of the four stage analytical process 
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and exploration of the meaning of the story for Goddard identified a number of 
oppositions which seemed to directly emerge from their personal challenge of 
becoming a team leader.  One common theme emerged around the role of expertise 
and experience.  Goddard was aware that many team members were older and more 
experienced than they were as the new team leader (age vs position); but Goddard 
also contrasted the unwillingness of some older and more experienced team 
members to embrace and adapt to change compared to their own willingness: “that’s 
the way we’ve always done it” which was characterised as ‘experience vs 
development and progress’.  Conversely, however, Goddard contrasted themselves 
with their own manager, this time drawing on their own knowledge and experience 
as one who “fully understand[s]” the service systems in contrast to their manager 
who has a strategic overview only (being hand-on vs being strategic), or senior 
managers who do not understand the implications of what they are asking for 
(organisational expectations vs organisational realities).  These oppositions were 
therefore organised into an interpretative cluster around direct experience – which 
Goddard both has and lacks – vs distant strategy which Goddard both implements as 
organisational development, and works in contrast to.  A second theme emerged 
around contrasting management style and responsibilities.  Goddard emphasised the 
importance of not just directing staff – “I’m not just there to say, you know, ‘Can 
you get that [ ], can you get that [ ]” – but supporting them.  However, they also draw
a careful distinction between having a good relationship and being over-friendly: for 
example they will go on work social events but don’t socialise with the team on non-
work occasions.  These oppositions were therefore characterised as directing work – 
including the right level of respect as well as imposing decisions – vs supporting 
people, including being over-friendly as well as managing staff as individuals.  
Finally the key oppositions within the text were considered in terms of their content, 
relationships between themes and significance within the text as a whole in order to 
identify an overarching theme of experience and expertise vs change and 
development, in which ‘change and development’ reflected not only the 
organisational objectives implicit in its strategic decisions and direction, but also the 
more inclusive and adaptive management style required to both support staff and 
persuade them to adopt new ways of working.  As Goddard put it, “it’s explaining 
the rationale behind it and giv[ing] them the opportunity to suggest any ways...so it’s
just you being open to change and them being able to change as well.”
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Goddard’s text – Paradigmatic analysis (summary) 
Age vs position 
“And obviously because them members of staff 
were obviously quite older than myself (pause) 
that did, you know, age proved a bit of (pause) 
a barrier, in that way.” 
 
Experience vs development and progress 
“We were like trying to embed a bit of a, like, a 
structure to the [process]...and [staff] were 
sometimes like ‘that’s the way we’ve always 
done it’.  But, you know, that’s not how we’re 
looking to go forward and we’re trying to 
improve it and progress it so if you can try it 
this way it might be easier.” 
 
Being hands-on vs being strategic  
 “Whereas [my manager’s] obviously come in 
at a different level and [they] will come to us 
for [me] to find some information for [them] on 
the systems, you know, whereas I fully 
understand (pause) in a working environment.” 
 
Organisational expectations vs operational 
realties 
“Senior management team might say – we think 
this is an issue, provide us with this information 
on it by 12 o’clock...But actually, to get that 
information is a helluva lot of work so that 
takes you away from your day-to-day job for 
the whole morning.”   
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Directing work vs supporting people 
“And now (pause) in terms of the story it’s just 
the everyday management of (pause) the 
[Service] and supporting the [staff], you know, 
whether it’s personal issues or (pause) things 
to do with work.  You know, I’m not just there 
to say, you know, ‘Can you get that [ ], can you 
get that [ ]’, there’s a lot more to, you know, 
managing a team.” 
 
Respect of team vs friendship with team; 
Social relationship vs professional 
relationship 
“I think we have…quite a strong relationship 
but based on, like, respect for each other…it’s 
a good relationship that we have, a productive 
one.” 
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Figure 9 – Coded example of paradigmatic analysis 
The final thematic level of analysis developed for each manager was then reviewed 
across all twenty one manager texts in order to establish relationships and common 
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themes.  This resulted in identifying four different ways of constructing the 
organisation: across vertical, horizontal, internal or external dimensions.  These four 
dimensions, and the thematic coding of managers which underpins them, are 
presented in figure 10.  A more detailed presentation of the underpinning analysis is 
presented in section 6.4.2, table 7, which also extends the analysis to address the 
relationship between such ways of constructing the organisation and the stories told 
by managers.
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Figure 10 – Four ways of constructing the organisation
Vertical tensions construct the organisation primarily around tensions between top 
and bottom, as differing or competing perspectives and interests between the 
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organisation and its objectives – often personified as senior managers – and staff and
the operational delivery of services.  Such tensions are expressed in a number of 
ways and with differing degrees of significance.  For three managers, Varley, 
Fleming and Woods, vertical tensions were integral to their chosen stories.  Varley 
constructs the most explicit tension between senior managers, and particularly their 
decision-making, and Varley’s experience of operational practice.  Their text 
includes a number of incidents in which organisational decisions have been taken 
without accounting for their effect on the team: “all that kind of thing goes out of the
window, nobody’s considered that, nobody’s talked to us about that”; and their talk 
draws heavily on the language of combat to describe managing the relationship 
between team and organisation, including “fight”, “fighting battles” “picking 
battles”, pushing issues up “the chain of command” and “manoeuvring” their 
manager.   A key problem faced by Fleming, in their story of reforming their service 
area, was the tension between senior manager expectations and the ability of staff to 
deliver those expectations, a tension which had been exacerbated by the failure of 
previous managers to effectively manage the service and shield staff from senior 
manager criticism resulting from their failure.  Woods’ ‘difficult task’ of managing 
the staff rota is explained by Woods as being about balancing the need to achieve 
business objectives and maintain the necessary cover at all times, and the interests of
staff who deliver those objectives.  For Oakley, Potter and Shaw such tensions 
between organisation and staff interests are acknowledged but form less significant 
themes.  Oakley’s account of an organisational restructure and their reflections on 
wider service management recognise that there may be differences in organisational 
and staff perceptions, for example where staff believe that “dealing with the people 
is more important than putting the figures together”.  Potter’s story of becoming a 
team leader suggests that staff may not always consider the bigger picture beyond 
their own needs; and in telling their story of helping two managers work together 
Shaw reflected on the need for organisations to develop and implement policies that 
support staff and their needs, as well as merely being concerned with what is easiest 
for the business: 
You know, not to say on paper we’ll do it and then if it’s a bit hard, go oh well 
never mind we tried and it didn’t really work, because (p) we’d be losing a lot 
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of input from good staff who, who, you know who wouldn’t be able to do what 
they do otherwise, I think. – Shaw, operations director
Horizontal tensions construct the organisation in terms of different, sometimes 
competing teams and services.  Jennings’ story is about the struggle to not only grow
and develop their service but to establish its value within the organisation and gain 
recognition, and they construct an organisation in which services are effectively in 
competition with each other to gain attention: “Yes, I definitely would say the work 
out there is far easier than the in-house kind of selling of the service” (Jennings, 
service manager).  Abbott and Irwin similarly suggest that other teams get more 
recognition than their own, and Irwin further develops this by constructing their team
as unique within the organisation: while most teams only have a specialism “we go 
into their jobs as well where they don’t come to ours, they just ask questions, 
sometimes if they’re not in work we’re asked the questions” (Irwin, team leader).  
Their story of co-ordinating the organisational response to the flood reinforces this: 
“like a spider’s web going out, everyone else doing their own little thing...we were in
the centre and it went out to everyone else and they came back to us”.  Abbott’s text 
is constructed as a set of multiple and competing personal responsibilities.  Tensions 
between being a manager and a practitioner, between unique service and staff needs 
and common organisational needs, and between directing and delivering services, 
and leading and engaging people all criss-cross between poles of responsibility: to 
customers, to the organisation, to their service area and to their staff:  “I seem to run 
round quite a lot...you’ve got to put different hats on all the time” (Abbott, service 
manager).  Abbott presents their story as an example of the balance they have 
discovered that management incorporates: driving forward change and service 
delivery but also engaging and leading staff through change.  Integrating the ‘lost’ 
team involved blending and flexing between upholding organisational standards and 
building relationships, whilst also ensuring other teams Abbot is responsible for did 
not feel neglected, and that operational responsibilities were fulfilled.
External tensions construct the organisation as outward facing around tensions 
between organisational interests and actions, and its customers.  Such tensions may 
between organisational intention and outcome: both Bailey and Newton construct the
organisation as seeking to improve the lives of customers but sometimes lacking the 
necessary knowledge and insight “because you can put barriers in place and not 
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realise your barrier is there” (Bailey, service manager).  Reed and Hancock construct
the organisation around the tension between being a commercial business and its 
social responsibilities towards customers and the community: for example, Reed’s 
meta-story of becoming a manager draws on the tensions between managing a team 
of practitioners concerned with customer outcomes and fulfilling organisational 
interests such as concern for value for money, but also constructs the organisation as 
seeking to combine its statutory duties as a social housing provider with a 
commercial drive to offer added value to its customers: “Panorama have made the 
decision to implement that into their services, but then it goes towards – it’s all about
the visions and to be the best and, you know, want to offer more” (Reed, service 
manager).   Dawson and Everett both indirectly draw on the competing interests of 
the business and customers with regard to rental income; and Everett’s choice of co-
ordinating the organisational response to legislative changes and their effects on 
customers particularly reflects this: “We’ve done a lot of work for the benefit of 
customers and for people which is close to my heart, but not at the expense of the 
business again close to my heart” (Everett, operations director).
Internal tensions construct the organisation in terms of different or competing 
internal values and ways of working.  This category is the most diverse and may be 
considered as a residual category, but it nevertheless demonstrates some common 
themes.  The texts of Chapman and Long both contrast the old (council) and new 
organisation.  Chapman’s chosen story emphasises how they transformed the 
organisation from its under-performing history, particularly through implementing 
more business-focused practices, and Long refers a number of times to ways in 
which they see Panorama as positively improving on its council origins, such as 
decision making: 
The Council was so slow moving...it could be nine months or ten months 
before, you know, something came through.  Whereas I have sat in meetings 
here, and somebody’s come up with a good idea and the following day we’ve
implemented that change, and erm - so it can be that quick, we can change 
that quickly. – ‘L’, team leader
Linked to this past and present/future theme, as previously noted, Goddard 
constructs the organisation in terms of past experience and expertise, and openness 
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to change and development with the organisation going forward.  In contrast Kendall
constructs the organisation in terms of clearly delineated roles and responsibilities: 
for example their role is to provide expert knowledge operationally but for the 
benefit of their manager to make appropriate decisions: “I think...one of my roles is 
to make them aware of when things aren’t...going right and what we need to put in 
place to make it go right” (‘K’, team leader).   Kendall’s chosen story describes how 
they were able to use their particular skills and experience in the service of the 
organisation, and having accomplished that task, were then eventually able to secure 
another position which recognised those skills.  Miller constructs the organisation 
around a tension between its self-image and its actions.  The organisation claims to 
be different to Seeborough Council but still has an “old-fashioned” approach to pay 
based on length of service rather than experience; senior managers do not live up to 
their ethical standards when they criticise staff without knowing all the facts; and 
aspirations of employee welfare contrast with the demands of working in very 
difficult and challenging communities.  Finally Taylor’s story of transforming their 
service area differs subtly from that of Chapman: rather than implementing better 
business practices, Taylor’s story of reforming their service area is achieved through 
re-inscribing their team’s organisational role: as a general service they provide a 
holistic service to customers and therefore taking work that other services cannot is a
sign of their value.  Similarly Taylor re-inscribes the meaning of performance, which
should not just be about data but the impact on customers and the challenges that the 
team have overcome to achieve it.  Like Miller, therefore, Taylor contrasts 
organisational and business axioms with their own personal interpretation of the 
meaning of their service area and its success.
The implications of a paradigmatic analysis of medial manager texts are significant.  
A Levi-Straussian (1963, 1983) understanding of identity work draws attention not 
only to the ways in which managers construct themselves, but to the ways in which a
social world is constructed.  That is, identity work should be understood not only as 
constructing a self-identity, but as constructing a social world in which that self-
identity has a meaningful position: it is a “mutually constitutive” process (Watson, 
2008, p. 129).  The four different ways of constructing the organisation suggest some
of the different actors and relationships which are foregrounded in different social 
worlds and which imply different positions from which managers might construct 
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self-identities: as between staff and senior managers; between other teams and 
services; between the organisation and customers; or between values and ways of 
working.  It should also be noted that these different constructions of the 
organisation cut across different managerial levels: each type of organisational 
construction is reflected in both team leader and service manager texts, while the two
operations directors construct externally and vertically based oppositions 
respectively.  The next section continues the application of Levi-Straussian analysis 
to analyse the ways in which medial managers position themselves within their 
constructed social worlds, and how they seek to mediate the oppositions that their 
texts highlight.
6.4.2 Mediating social dimensions
A mythical conceptualisation of narrative self-identity argues that it is through 
narrative that individuals trace a mediating or intervening path through the social 
landscapes they have constructed from “deep structures” of oppositions (Levi-
Strauss, 1963, 1983).  The final stage of paradigmatic analysis is therefore to analyse
the ways in which the stories told by medial managers establish such a mediating 
path.
Figure 11 presents a summary of this analysis for Goddard.  Goddard’s story of 
being promoted from the team to become a team leader has been analysed as a 
personal quest (figure 7, section 6.3.2) and their interview text has been analysed 
paradigmatically as being constructed around an opposition of experience and 
expertise versus change and development (figure 9, section 6.4.1).  Figure 11 
illustrates how Goddard’s story establishes a mediating position through this tension 
as the ‘developing manager’.  Their story and text repeatedly refers to joining the 
service and the organisation “from the beginning”.  Their origin establishes them in 
their new role as one who is “hands on” and understands the “working environment” 
in contrast to their own manager and other senior managers who do not always 
appreciate operational realities in their expectations; but it also distinguishes 
Goddard from older, more experienced team members who rely on the “old” ways 
before Panorama and “how we’ve always done it”.  Goddard’s story and wider text 
can therefore be read as constructing a position in contrast to both their team and 
their own manager: they retain essential knowledge and experience from their past 
but are also open to growing and developing along with the organisation: “So really 
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I’ve seen it from the beginning, it’s grown...and I’ve been a part of that change...the 
whole organisation’s developed a lot which I think to be made to feel part of that 
change is important”.  This positioning as one who has grown and developed with 
the organisation also forms the basis for a mediating position between competing 
managerial responsibilities: Goddard is open to listening to staff and their concerns 
over decisions, in accordance with organisational values of staff involvement and 
engagement, but staff must also earn that right by demonstrating openness to trying 
out changes themselves.  Goddard’s story both sets up a social world based on 
oppositions between past experience and expertise, and future change and 
improvement, and also establishes the means by which Goddard mediates these 
tensions. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Mediating a social landscape – Goddard’s story and text 
Mediating narrative: 
“The rise from the shop floor” 
Blending knowledge and 
experience with willingness 
to learn and develop 
 
“I’ve seen it from the 
beginning...it’s grown...and 
I’ve been a part of that 
change” 
 
“I fully understand…in a 
working environment” 
 
“But...that’s not how we’re 
looking to go forward” 
 
“It’s explaining...the 
rationale behind it and 
giv[ing] them the 
opportunity to suggest any 
ways...so it’s just you being 
open to change and them 
being able to change as 
well.” 
 
Expertise and 
experience 
The value of experience 
and over-reliance on 
experience – unwillingness 
to change 
Change and 
development 
Commitment to the 
organisational values and 
distance from operational 
realities 
Distant strategy 
 Organisational change 
and development 
 Strategic management 
 Organisational 
expectations 
 
Direct experience 
 Personal experience 
 Practical expertise 
 Greater experience 
of team 
 Knowledge of 
operational realities 
 
“that’s the way we’ve 
Directing work 
 Imposing decisions 
 Enforcing decisions 
 Being respected by 
staff 
 
 
Supporting people 
 Supporting staff 
 Dealing with personal 
issues 
 Explaining decisions 
 Being too friendly 
 
The Developing Manager 
 
Figure 11 – Example of narrative mediation 
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Table 7 below sets out a summary of such analysis for each medial manager, and 
how the stories told by medial managers and wider narratives identified within the 
interview texts both construct the manager’s personal social world and establish a 
mediating position within it (Levi-Strauss, 1963, 1983).  Figure 12 below provides a 
summary of each manager position organised by the broad way of constructing the 
organisation across vertical, horizontal, external or internal tensions.
Section 6.3 has demonstrated how narrative analysis of medial manager stories 
through plot structure and narrative roles can reveal rich insights into the ways in 
which medial managers understand and present their organisational roles, and the 
personal meanings of those roles.  A paradigmatic analysis further reveals how such 
stories both construct a particular social and organisational world and establish a 
personal position and meaning within that world.  
First, it is not just the story as told by the manager, but the particular nature of the 
plot and narrative roles which construct the manager’s mediating position within 
their constructed social world.  For example, Fleming’s story of battling the effects 
of former senior manager villains informs both their construction of a vertically-
based organisation, based on the downward pressures and expectations of senior 
managers on staff, and their positioning of themselves as the ‘insulation’ between 
staff and senior managers: Fleming’s battle with the effects of former manager 
villainy involves striving to reassure staff that they are different and will take 
personal responsibility and admit personal mistakes, rather than blaming staff.  
Similarly the interpreted meta-story of existential struggle and the need to meet the 
testing requirements of their ‘donor’ manager also inform the nature of their 
insulator position, as the way they are able to give confidence to senior managers 
through their personal understanding of their service.  It is therefore a mythical 
understanding of narrative, which attends to both the narrative and paradigmatic 
structure of stories, and which recognises both the social world constructed through 
the story and the narrator’s positioning of themselves and others within it, which 
enables a rich and detailed analysis of the identity work undertaken by managers 
through their storytelling and self-presentations: the “mutually constitutive”
(Watson, 2008) and dynamic process between the individual’s sense of self at any 
moment in time, and the ways in which they respond to and are constrained by 
discursive practices.
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g 
a 
m
an
ag
er
 
 H
an
co
ck
’s
 st
or
ie
s r
e-
co
ns
tru
ct
 te
na
nt
s 
as
 p
ar
tn
er
s 
of
 th
e 
or
ga
ni
sa
tio
n 
w
ho
 n
ee
d 
to
 b
e 
en
ga
ge
d 
an
d 
in
vo
lv
ed
, b
ut
 w
ho
 th
em
se
lv
es
 n
ee
d 
to
 b
e 
pr
of
es
si
on
al
is
ed
 in
 o
rd
er
 to
 b
e 
ab
le
 to
 c
on
tri
bu
te
 
to
 th
e 
bu
si
ne
ss
.  
B
ot
h 
th
e 
or
ga
ni
sa
tio
n 
an
d 
te
na
nt
s 
ne
ed
 to
 b
e 
pr
ep
ar
ed
 to
 a
da
pt
.  
 
 
T
he
 P
ro
fe
ss
io
na
l M
an
ag
er
  
 D
ra
w
in
g 
on
 d
is
co
ur
se
s o
f b
us
in
es
s 
to
 su
pp
or
t t
en
an
t 
in
vo
lv
em
en
t b
ut
 a
ls
o 
pr
of
es
si
on
al
is
in
g 
te
na
nt
s. 
 
Ir
w
in
 
 Te
am
 le
ad
er
 
H
or
iz
on
ta
l 
 A
 o
rg
an
is
at
io
n 
m
ad
e 
up
 o
f s
pe
ci
al
is
m
s 
 A
n 
or
ga
ni
sa
tio
n 
m
ad
e 
up
 o
f d
iff
er
en
t a
re
as
 w
hi
ch
 
fit
 to
ge
th
er
 b
ut
 a
re
 s
ep
ar
at
e.
 
 A
n 
or
ga
ni
sa
tio
n 
w
hi
ch
 h
as
 b
ec
om
e 
m
or
e 
pr
of
es
si
on
al
 a
nd
 p
ro
pe
rly
 re
co
gn
is
es
 h
ie
ra
rc
hi
ca
l 
po
si
tio
ns
 a
nd
 a
ut
ho
rit
y,
 b
ut
 w
hi
ch
 c
an
no
t w
ho
lly
 
re
ly
 o
n 
pr
oc
es
s. 
  A
n 
or
ga
ni
sa
tio
n 
w
hi
ch
 is
 c
le
ar
ly
 s
tru
ct
ur
ed
 
(h
or
iz
on
ta
lly
 a
nd
 v
er
tic
al
ly
), 
bu
t w
hi
ch
 Ir
w
in
 a
nd
 
th
ei
r t
ea
m
 c
ut
 a
cr
os
s. 
 
 
R
es
po
nd
in
g 
to
 a
n 
em
er
ge
nc
y 
flo
od
 
St
ru
gg
le
 fo
r 
re
co
gn
iti
on
 a
s a
 m
an
ag
er
 
 Ir
w
in
’s
 s
to
ry
 p
os
iti
on
s t
he
m
 a
nd
 th
ei
r t
ea
m
 a
s 
m
ed
ia
tin
g 
be
tw
ee
n 
or
ga
ni
sa
tio
na
l s
er
vi
ce
s b
y 
ta
ki
ng
 c
on
tro
l a
nd
 a
pp
ly
in
g 
th
ei
r e
xp
er
tis
e 
ac
ro
ss
 
m
ul
tip
le
 a
re
as
.  
Si
m
ila
rly
, I
rw
in
’s
 w
id
er
 c
la
im
 to
 
be
 a
 m
an
ag
er
 is
 b
as
ed
 o
n 
th
ei
r a
bi
lit
y 
ba
la
nc
e 
th
ei
r d
ec
is
io
n 
m
ak
in
g 
ba
se
d 
on
 e
xp
er
ie
nc
e 
an
d 
kn
ow
le
dg
e 
w
ith
 a
 w
ill
in
gn
es
s 
to
 a
da
pt
 a
nd
 
co
m
pl
y 
w
ith
 o
rg
an
is
at
io
na
l p
ro
ce
du
re
. 
T
he
 E
xp
er
t M
an
ag
er
  
 Pr
ov
id
in
g 
co
ve
r f
or
 o
th
er
 te
am
s;
 d
ra
w
in
g 
on
 e
xp
er
tis
e 
as
 w
el
l a
s 
pr
oc
ed
ur
es
; m
ed
ia
tin
g 
be
tw
ee
n 
th
ei
r t
ea
m
 
an
d 
th
ei
r m
an
ag
er
. 
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M
an
ag
er
 
K
ey
 d
im
en
si
on
 
N
ar
ra
tiv
e 
pa
th
 
M
ed
ia
tin
g 
po
si
tio
n 
 
Je
nn
in
gs
 
 Se
rv
ic
e 
m
an
ag
er
 
H
or
iz
on
ta
l 
 A
n 
or
ga
ni
sa
tio
n 
m
ad
e 
up
 o
f s
er
vi
ce
s 
co
m
pe
tin
g 
fo
r r
ec
og
ni
tio
n 
an
d 
re
so
ur
ce
s 
 A
 b
us
in
es
s i
n 
w
hi
ch
 m
an
ag
er
s 
m
us
t c
om
pe
te
 fo
r 
re
co
gn
iti
on
 a
nd
 re
so
ur
ce
s. 
 T
en
si
on
s 
re
fle
ct
 th
e 
st
ru
gg
le
 fo
r t
he
 o
rg
an
is
at
io
n'
s ‘
so
ul
’ a
nd
 th
e 
pl
ac
e 
of
 th
e 
se
rv
ic
e 
ar
ea
 w
ith
in
 th
e 
or
ga
ni
sa
tio
n.
  S
om
e 
te
ns
io
ns
 in
te
rn
al
-e
xt
er
na
l -
 b
ut
 k
ey
 is
 p
os
iti
on
in
g 
th
e 
se
rv
ic
e 
ar
ea
 in
 th
e 
or
ga
ni
sa
tio
n'
s m
in
d.
 
 
G
ro
w
in
g 
an
d 
pr
om
ot
in
g 
th
ei
r 
se
rv
ic
e 
ar
ea
 
 A
 k
ey
 w
ay
 in
 w
hi
ch
 Je
nn
in
gs
 c
re
at
es
 
or
ga
ni
sa
tio
na
l v
al
ue
 fo
r t
he
ir 
se
rv
ic
e 
ar
ea
 is
 b
y 
dr
aw
in
g 
on
 th
e 
or
ga
ni
sa
tio
na
l t
en
si
on
 b
et
w
ee
n 
co
re
 a
nd
 v
al
ue
-a
dd
in
g 
se
rv
ic
es
, a
nd
 s
ee
ki
ng
 to
 re
-
po
si
tio
n 
th
ei
r s
er
vi
ce
 a
re
a 
as
 c
or
e 
ra
th
er
 th
an
 
va
lu
e-
ad
de
d.
  T
he
y 
dr
aw
 st
ro
ng
ly
 o
n 
th
ei
r 
pr
ac
tit
io
ne
r e
xp
er
tis
e 
to
 m
ak
e 
th
e 
ca
se
, a
nd
 u
se
 
th
ei
r m
an
ag
er
ia
l r
ol
e 
to
 sp
ea
k 
to
 th
e 
or
ga
ni
sa
tio
n 
in
 th
e 
rig
ht
 la
ng
ua
ge
 a
nd
 to
 m
ak
e 
th
e 
ca
se
 fo
r 
ad
di
tio
na
l r
es
ou
rc
es
. 
 
T
he
 P
ra
ct
iti
on
er
-M
an
ag
er
  
 R
es
po
ns
ib
le
 fo
r p
ro
m
ot
in
g 
th
e 
va
lu
e 
of
 th
ei
r s
er
vi
ce
 
w
ith
in
 th
e 
or
ga
ni
sa
tio
n.
 
 
K
en
da
ll 
 Te
am
 le
ad
er
 
In
te
rn
al
 
 O
rg
an
is
at
io
na
l n
ee
ds
 v
s o
rg
an
is
at
io
na
l m
em
be
r 
ro
le
s 
 A
n 
or
ga
ni
sa
tio
n 
w
hi
ch
 (e
ve
nt
ua
lly
) r
ec
og
ni
se
s 
th
e 
va
lu
e 
of
 it
s m
em
be
rs
.  
A
n 
or
ga
ni
sa
tio
n 
w
hi
ch
 
de
se
rv
es
 lo
ya
lty
 e
ve
n 
if 
its
 in
te
re
st
s 
so
m
et
im
es
 
co
nf
lic
t w
ith
 p
er
so
na
l o
ne
s. 
 T
en
si
on
s 
ar
e 
ar
ou
nd
 
ex
te
nt
 o
f r
es
po
ns
ib
ili
tie
s a
nd
 th
e 
ne
ed
 fo
r 
ap
pr
op
ria
te
 lo
ya
lty
.  
V
er
tic
al
 te
ns
io
ns
 a
re
 fr
am
ed
 
as
 w
ay
s 
of
 w
or
ki
ng
 a
nd
 d
iff
er
in
g 
le
ve
ls
 o
f 
re
sp
on
si
bi
lit
ie
s r
at
he
r t
ha
n 
op
po
si
ng
 in
te
re
st
s. 
 
D
ev
el
op
in
g 
a 
ne
w
 in
te
rn
al
 sy
st
em
 
 K
en
da
ll’
s s
to
ry
 c
on
st
ru
ct
s t
he
m
 a
s u
si
ng
 th
ei
r 
pa
rti
cu
la
r e
xp
er
tis
e 
in
 th
e 
se
rv
ic
e 
of
 th
e 
or
ga
ni
sa
tio
n:
 th
ey
 w
er
e 
th
e 
be
st
 p
er
so
n 
to
 
un
de
rta
ke
 th
e 
jo
b.
  T
hi
s f
or
m
s t
he
 b
as
is
 fo
r a
 
w
id
er
 m
ed
ia
tio
n 
be
tw
ee
n 
m
an
ag
er
 a
nd
 
pr
ac
tit
io
ne
r r
ol
es
 a
nd
 st
af
f a
nd
 o
rg
an
is
at
io
na
l 
in
te
re
st
s:
 w
ha
t i
nd
iv
id
ua
l m
em
be
rs
 s
ho
ul
d 
be
 
ex
pe
ct
ed
 to
 d
o 
is
 d
et
er
m
in
ed
 b
y 
th
ei
r e
xp
er
ie
nc
e,
 
gr
ad
e 
an
d 
ro
le
, o
r “
w
ha
t t
he
y 
si
gn
ed
 u
p 
fo
r”
. 
T
he
 D
el
iv
er
er
  
 O
ne
 w
ho
 a
lw
ay
s d
el
iv
er
s o
n 
th
e 
ta
sk
.  
A
 p
ra
ct
iti
on
er
 
w
ho
 s
ee
s 
an
d 
un
de
rs
ta
nd
s t
he
 d
et
ai
l –
 b
ut
 w
ho
 is
 a
ls
o 
w
ill
in
g 
to
 d
ev
el
op
 a
nd
 u
nd
er
ta
ke
 n
ew
 ro
le
s 
in
 th
e 
se
rv
ic
e 
of
 th
e 
or
ga
ni
sa
tio
n 
pr
ov
id
in
g 
th
ey
 a
re
 
co
m
pe
te
nt
 to
 d
o 
so
.  
A
n 
ex
pe
rt 
w
ho
se
 ro
le
 is
 to
 id
en
tif
y 
pr
ob
le
m
s 
an
d 
is
su
es
, a
nd
 ra
is
e 
th
em
 fo
r o
th
er
s t
o 
de
ci
de
 
on
. 
 
L
on
g 
 Te
am
 le
ad
er
 
In
te
rn
al
 
 O
ld
 w
ay
s 
vs
 n
ew
 w
ay
s 
 Th
e 
im
pr
ov
in
g 
or
ga
ni
sa
tio
n 
– 
im
pr
ov
in
g 
on
 th
e 
pa
st
, g
ro
w
in
g 
ou
t t
he
 o
ld
 w
ay
s.
  A
n 
or
ga
ni
sa
tio
n 
in
 w
hi
ch
 e
ve
ry
on
e 
is
 c
om
m
itt
ed
 to
 d
ev
el
op
in
g 
se
rv
ic
e 
ex
ce
lle
nc
e.
  M
an
ag
er
s d
em
on
st
ra
te
 
pr
ac
tit
io
ne
r e
xp
er
ie
nc
e 
an
d 
ex
pe
rti
se
 a
nd
 lo
ya
lly
 
fu
lfi
l o
rg
an
is
at
io
na
l r
eq
ui
re
m
en
ts
.  
M
an
y 
te
ns
io
ns
 
(in
cl
ud
in
g 
ve
rti
ca
l) 
 a
re
 im
pl
ie
d 
bu
t n
ot
 m
ad
e 
ex
pl
ic
it 
or
 a
ck
no
w
le
dg
ed
; k
ey
 te
ns
io
n 
is
 b
et
w
ee
n 
th
e 
ol
d 
C
ou
nc
il 
w
ay
s 
an
d 
ne
w
 P
an
or
am
a 
w
ay
s.
 
G
ai
ni
ng
 a
n 
ac
cr
ed
ita
tio
n 
fo
r 
th
e 
se
rv
ic
e 
ar
ea
 
 B
y 
ga
in
in
g 
an
 a
cc
re
di
ta
tio
n 
Lo
ng
 c
om
bi
ne
s 
th
ei
r 
pr
ac
tit
io
ne
r e
xp
er
ie
nc
e 
w
ith
 m
an
ag
er
ia
l l
oy
al
ty
 
an
d 
co
m
pe
te
nc
e 
to
 m
ee
t t
he
 o
rg
an
is
at
io
na
l 
re
qu
ire
m
en
ts
.  
H
ow
ev
er
, w
ith
in
 L
on
g’
s w
id
er
 
te
xt
, t
en
si
on
s b
et
w
ee
n 
de
m
an
ds
 o
f p
ra
ct
ic
e 
an
d 
pe
rf
or
m
an
ce
 a
nd
 s
ta
ff
 m
an
ag
em
en
t a
re
 o
fte
n 
re
so
lv
ed
 in
 fa
vo
ur
 o
f m
an
ag
em
en
t d
em
an
ds
, a
nd
 
Lo
ng
 d
es
cr
ib
es
 th
em
se
lv
es
 a
s 
in
cr
ea
si
ng
ly
 
ad
op
tin
g 
m
an
ag
em
en
t p
ra
ct
ic
es
 fo
llo
w
in
g 
th
ei
r 
lin
e 
m
an
ag
er
’s
 le
ad
. 
Th
e 
M
an
ag
er
-P
ra
ct
iti
on
er
  
 D
ra
w
in
g 
on
 b
ot
h,
 b
ut
 in
cr
ea
si
ng
ly
 s
ub
or
di
na
tin
g 
pr
ac
tit
io
ne
r t
o 
m
an
ag
er
 id
en
tit
y 
in
 li
ne
 w
ith
 th
e 
ch
an
gi
ng
 a
nd
 im
pr
ov
in
g 
or
ga
ni
sa
tio
n.
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M
an
ag
er
 
K
ey
 d
im
en
sio
n 
N
ar
ra
tiv
e 
pa
th
 
M
ed
ia
tin
g 
po
sit
io
n 
 
M
ill
er
 
 Te
am
 le
ad
er
 
In
te
rn
al
 
 O
rg
an
is
at
io
na
l t
al
k 
vs
 o
rg
an
is
at
io
na
l p
ra
ct
ic
e 
 A
 sp
lit
-p
er
so
na
lit
y 
or
ga
ni
sa
tio
n.
  A
n 
or
ga
ni
sa
tio
n 
w
hi
ch
 fa
ils
 to
 s
ee
 th
e 
te
ns
io
ns
 b
et
w
ee
n 
w
ha
t i
t 
cl
ai
m
s o
r s
ee
ks
, a
nd
 w
ha
t i
t d
oe
s o
r e
xp
ec
ts
 it
s 
m
em
be
rs
 to
 d
o.
  A
n 
or
ga
ni
sa
tio
n 
w
hi
ch
 is
 
w
or
ki
ng
 to
w
ar
ds
 b
ei
ng
 e
th
ic
al
 b
ut
 w
hi
ch
 
so
m
et
im
es
 st
ill
 fa
ils
. 
  A
ls
o 
so
m
e 
ve
rti
ca
l t
en
si
on
s -
 b
ut
 fo
cu
s 
on
 
co
nt
ra
st
 b
et
w
ee
n 
sa
yi
ng
 a
nd
 d
oi
ng
. 
St
ru
gg
lin
g 
to
 g
ai
n 
fin
an
ci
al
 r
ec
og
ni
tio
n 
D
ef
en
di
ng
 th
e 
te
am
 a
ga
in
st
 u
nr
ea
so
na
bl
e 
or
ga
ni
sa
tio
na
l e
xp
ec
ta
tio
ns
 
 Th
e 
tw
o 
st
or
ie
s c
on
st
ru
ct
 M
ill
er
 a
s 
be
in
g 
ab
le
 to
 
se
e 
th
e 
di
ff
er
en
ce
 b
et
w
ee
n 
or
ga
ni
sa
tio
na
l t
al
k 
an
d 
pr
ac
tic
e.
  P
an
or
am
a 
cl
ai
m
s 
to
 b
e 
a 
m
od
er
n 
or
ga
ni
sa
tio
n 
dr
aw
in
g 
on
 p
riv
at
e 
pr
ac
tic
es
 b
ut
 st
ill
 
pa
ys
 a
cc
or
di
ng
 to
 tr
ad
iti
on
al
 le
ng
th
 o
f t
im
e 
in
 th
e 
po
st
.  
Pa
no
ra
m
a 
cl
ai
m
s t
o 
be
 c
on
ce
rn
ed
 fo
r s
ta
ff
 
w
el
fa
re
 b
ut
 s
om
et
im
es
 fa
ils
 to
 re
co
gn
is
e 
th
e 
ch
al
le
ng
es
 fa
ci
ng
 s
ta
ff
, w
hi
le
 m
an
ag
er
s 
so
m
et
im
es
 b
la
m
e 
st
af
f u
nf
ai
rly
. 
 
T
he
 O
ut
si
de
r 
M
an
ag
er
  
 C
on
st
ru
ct
in
g 
an
 e
pi
st
em
ol
og
ic
al
ly
 a
dv
an
ta
ge
d 
po
si
tio
n.
  
M
ill
er
 se
es
 te
ns
io
ns
 b
ut
 d
oe
s l
itt
le
 to
 a
ct
iv
el
y 
ch
al
le
ng
e 
th
em
. 
 
N
ew
to
n 
 Te
am
 le
ad
er
 
E
xt
er
na
l 
 O
rg
an
is
at
io
na
l i
nt
en
tio
ns
 fo
r c
us
to
m
er
s v
s 
un
in
te
nd
ed
 o
ut
co
m
es
 
 Th
e 
or
ga
ni
sa
tio
n 
se
ek
in
g 
to
 d
o 
go
od
 fo
r t
en
an
ts
 
bu
t l
ac
ki
ng
 e
xp
er
tis
e 
to
 fu
lly
 u
nd
er
st
an
d 
cu
st
om
er
 
ne
ed
s. 
 S
ta
ff
 a
re
 c
om
m
itt
ed
 to
 th
e 
or
ga
ni
sa
tio
na
l 
ai
m
s 
an
d 
ne
ed
 to
 b
e 
su
pp
or
te
d 
to
 u
nd
er
st
an
d 
an
d 
ac
hi
ev
e 
th
em
.  
Te
ns
io
n 
is
 a
cr
os
s o
rg
an
is
at
io
na
l 
bo
un
da
ry
 - 
in
te
nt
io
n 
an
d 
ou
tc
om
e.
 
 
O
rg
an
is
in
g 
a 
co
m
m
un
ity
 e
ve
nt
 
 N
ew
to
n 
pr
es
en
ts
 th
e 
co
m
m
un
ity
 e
ve
nt
 a
s 
ex
em
pl
ify
in
g 
th
ei
r t
ea
m
 le
ad
er
 ro
le
 in
 b
le
nd
in
g 
ex
pe
rt 
kn
ow
le
dg
e 
an
d 
co
nc
er
n 
fo
r p
ra
ct
ic
e,
 a
nd
 
tru
ly
 m
ee
tin
g 
or
ga
ni
sa
tio
na
l n
ee
ds
, w
ith
 e
ns
ur
in
g 
th
e 
ef
fe
ct
iv
e 
de
liv
er
y 
of
 th
os
e 
ne
ed
s a
nd
 
al
ig
nm
en
t o
f s
ta
ff
 a
ct
iv
iti
es
 w
ith
 o
rg
an
is
at
io
na
l 
va
lu
es
. 
T
he
 P
ra
ct
iti
on
er
-M
an
ag
er
  
 A
lig
ni
ng
 o
rg
an
is
at
io
na
l v
is
io
ns
 a
nd
 st
af
f p
ra
ct
ic
e 
th
ro
ug
h 
ex
pe
rti
se
, a
nd
 in
fo
rm
in
g 
bo
th
. 
 
O
ak
le
y 
 Te
am
 le
ad
er
 
V
er
tic
al
 
 O
rg
an
is
at
io
na
l p
er
sp
ec
tiv
e 
vs
 st
af
f p
er
sp
ec
tiv
e 
 A
n 
or
ga
ni
sa
tio
na
l w
or
ld
 m
ad
e 
up
 o
f d
iff
er
en
t 
pe
rs
pe
ct
iv
es
 –
 st
af
f a
nd
 m
an
ag
em
en
t. 
 S
ta
ff
 a
nd
 
or
ga
ni
sa
tio
na
l i
nt
er
es
ts
 c
an
 b
e 
al
ig
ne
d 
th
ro
ug
h 
un
de
rs
ta
nd
in
g 
ea
ch
 o
th
er
.  
V
er
tic
al
 te
ns
io
ns
 a
ls
o 
re
fle
ct
 m
an
ag
er
/p
ra
ct
iti
on
er
 ro
le
 - 
in
 te
rm
s o
f 
st
af
f e
xp
ec
ta
tio
ns
 o
f t
he
ir 
ro
le
. 
 
In
vo
lv
in
g 
st
af
f i
n 
a 
m
ar
ke
tin
g 
pr
oj
ec
t 
Su
pp
or
tin
g 
st
af
f t
hr
ou
gh
 a
n 
or
ga
ni
sa
tio
na
l 
re
st
ru
ct
ur
e 
B
ec
om
in
g 
a 
m
an
ag
er
 
 O
ak
le
y’
s 
st
or
ie
s p
os
iti
on
 th
em
 a
s 
ac
tin
g 
to
 a
lig
n 
an
d 
m
ed
ia
te
 o
rg
an
is
at
io
na
l a
nd
 st
af
f i
nt
er
es
ts
 
th
ro
ug
h 
th
ei
r t
ea
m
 le
ad
er
 ro
le
.  
Th
e 
m
et
a-
st
or
y 
of
 
be
co
m
in
g 
a 
m
an
ag
er
 c
an
 b
e 
re
ad
 a
s 
O
ak
le
y 
le
ar
ni
ng
 w
ha
t i
t m
ea
ns
 to
 b
e 
su
ch
 a
 m
an
ag
er
 w
ho
 
is
 c
on
ce
rn
ed
 fo
r b
ot
h 
st
af
f a
nd
 o
rg
an
is
at
io
na
l 
in
te
re
st
s,
 a
nd
 w
ho
 is
 d
ev
el
op
in
g 
th
e 
ne
ce
ss
ar
y 
su
ite
 o
f s
ki
lls
 to
 e
na
bl
e 
to
 a
cc
om
pl
is
h 
su
ch
 a
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Medial manager positions 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Organisational construction Mediating position 
Fleming – Senior manager expectations vs staff capacity 
to deliver 
 
Vertical tensions 
Varley – Manager decision making vs staff practice 
 Woods – Organisational objectives vs staff interests 
Oakley - Organisational perspective vs staff perspective 
 
Potter – Organisational perspective vs staff perspective 
 Shaw – Organisational interests vs individual interests 
 
The ‘insulator’ – keeping pressures of top and bottom 
apart through personal confidence 
 The ‘defender of the team’  
 
The ‘bamboo manager’ – flexing between interests 
The ‘learning manager’ – developing manager skills 
 
The ‘team’s leader’ – leading from the front 
 The ‘relationship manager’ 
 
Irwin– An organisation made up of specialisms 
 
The ‘expert manager’ – providing cover for other 
teams, crossing boundaries 
 Jennings – An organisation of services competing for 
recognition and resources 
 
The ‘practitioner-manager’ – promoting the value of 
their service to the organisation 
 Abbott – An organisation of multiple personal and 
managerial responsibilities 
 
The ‘adaptive manager’ – creatively sustaining 
tensions, adapting to different demands 
 
Bailey – Organisational intentions for customers vs 
unintended outcomes 
The ‘practitioner-manager’ – managing a team of 
experts to meet customer needs 
External tensions 
Newton – Organisational intentions for customers vs 
unintended outcomes 
The ‘practitioner manager’ – aligning organisational 
vision and practice through expertise 
 
Hancock – Being a business vs social responsibilities The ‘professional manager’ – involving tenants by 
professionalising them 
Reed – Being a business vs social responsibilities The ‘organisational manager’ – positioning the team  
 Dawson – Business interests vs customer interests The ‘helper’ – supporting team members 
 
Chapman – Old ways vs new ways 
 
The ‘embodied manager’ – personally responsible for 
creating the service 
 
Long – Old ways vs new ways 
 
The ‘manager-practitioner’ – subordinating practitioner 
identity to evolving manager role 
Goddard – Experience and expertise vs change and 
development 
 
The ‘developing manager’ – blending experience with 
willingness to develop 
 
Kendall – Organisational needs vs organisational 
member roles 
 
The ‘deliverer’ – one who does what is asked 
Miller – Organisational talk vs organisational practice The ‘outsider manager’ – who sees and knows better 
 
Taylor – Performance vs meaning 
Everett – Business interests vs customer interests The ‘leader’ – achieving business and customer goals 
through people 
The ‘embodied manager’ – leading by personal 
example 
 
Internal tensions 
Horizontal tensions 
Figure 12 – Medial manager narrative positioning within organisational worlds – summary 
Second, although managers may construct the organisation across similar tensions, 
they interpret the nature of such tensions differently, and respond to such tensions in 
different ways.  This may be illustrated by considering the six managers who 
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constructed the organisation along vertical tensions between top and bottom.  Three 
managers, Oakley, Potter and Shaw, constructed manager roles which are based on 
reconciling organisational and staff interests through their managerial practice; for 
example, Potter constructs themselves as the ‘team’s leader’ who is still a member of
the team, but one who bridges the team and the organisation and helps to lead the 
team in the organisation’s direction.  Although these managers construct the 
organisation along a vertical tension their management practice is predicated upon 
the assumption that it can be managed and resolved: “you try to get the best for the 
staff, you try to get the best out of the staff” (Oakley, team leader).  In contrast, 
Fleming, Varley and Woods constructed such vertical tensions as inherent and 
needing to be managed through protecting staff from organisational pressures.  
However, these latter three also described different personal interpretations of such a
role.  Fleming seeks to “insulate” staff and senior managers from each other through 
each having personal confidence in Fleming as a competent manager who is fully in 
control of their service area.  Woods describes their role as flexing between staff and 
organisational interests by determining when they can “bend like bamboo” and when
they need to enforce organisational policy; and Varley constructs themselves as the 
defender and representative of their team, whose role is to make their case to senior 
managers.  Similarly, three managers construct an organisational position which is 
characterised as a ‘practitioner-manager’, but these are enacted in different ways in 
response to different organisational constructs.  Jennings’ response is to be a 
manager drawing on their practitioner expertise to promote their service in an 
organisation where services compete for attention and resources (horizontal 
tensions), while Bailey draws on their expertise to direct and support their team to 
effectively meet customer need (an external organisational construction).  Newton 
similarly responds to an external organisational construction, but their expertise is 
utilised to enable their staff to better align their (external) practice with 
organisational values.
The purpose of this stage of analysis has been to uncover how managers personally 
understand their organisational roles, and the personal meanings that they attribute 
to their roles (research objective 3).  By using a method of story elicitation, and then 
applying narrative and paradigmatic analysis to both the chosen stories and wider 
interview texts, the analysis has demonstrated an original and effective way of 
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gaining insight into the individual ways in which managers understand and make 
personal sense of their organisational position.  Analysis has revealed the twenty one
medial managers at Panorama to be constructing (within the context of an interview) 
both a range of nuanced personal social worlds and a similarly nuanced and wide 
range of responses to such organisational worlds, through their chosen stories and 
their personal storytelling.  The research has successfully achieved its aim of gaining
rich and detailed insight into the ways in which medial managers understand and 
interpret their organisational position without deliberate prior framing or reference to
research conceptualisation of medial managers.  Having established the individual 
ways in which managers understand their organisational position in their own words 
(albeit interpreted and reported by the researcher) the research will only now start to 
operationalise the research conceptualisation of the medial manager and medial 
manager identity.     
6.5 Summary 
This chapter has presented the first two stages of data analysis: the discursive context
of the case study organisation, Panorama Housing; and the self-presentations of 
medial managers in interviews.  Stage 1 has identified the subjectivities impinging 
on medial managers within the context of Panorama Housing, and the possible 
discursive resources available to medial managers.  Three key themes have been 
established as central to Panorama Housing: being a business, underpinned by 
discourses of commercial business, customers, financial efficiency and professional 
managers; being the best, underpinned by discourses of achievement, continuous 
improvement and being different; and having a shared moral purpose, supported by 
discourses of social responsibility and collective engagement.  Stage 2 has presented 
a detailed narrative and paradigmatic analysis of medial manager stories elicited 
through interviews.  Drawing on a narrative and mythical conceptualisation of 
identity, the chapter has demonstrated how such analysis offers a powerful way of 
investigating the ways in which medial managers may understand and seek to 
present themselves in their organisational roles.  The stories that medial managers 
tell about themselves, and stories interpreted by reading their interview texts as 
narrative, both inform and set up a personal social world based on oppositions and 
also establish a personal position within that social world.  Analysis has not only 
revealed the wide range of nuanced personal self-presentations, but identified the 
176
range of narrative identity work undertaken by medial managers through plot and 
role, and through selectively constructing an organisational landscape. 
Having used the method of story elicitation and mythical analysis to identify the 
personal ways in which medial managers understand and seek to present themselves 
and their organisational roles, the next chapter starts to contextualise these self-
presentations and narrative processes of identity work within the research 
conceptualisation of medial manager identity.  Specifically, the intention of the next 
chapter is to determine the extent to which the conceptualisation of medial manager 
identity usefully reflects and interprets the personal experience of medial managers 
at Panorama.
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Chapter 7 – Medial manager stories: 
organisational positioning
7.1 Introduction
This chapter presents the findings of stage 3 of the analytical process.  Having 
presented the discursive context of Panorama Housing, having presented a narrative 
and paradigmatic analysis of medial manager stories, and having identified the 
individual self-presentations of each medial manager and the personal meanings of 
their organisational role expressed through such self-presentations, the third stage of 
analysis starts to further contextualise the medial manager stories in terms of 
organisational position, by examining the range of discursive subject positions for 
medial managers in Panorama Housing, their responses to such subject positions, 
and the ways in which they position themselves, including the ways in which 
managers use key organisational discourses identified and discussed in section 6.2.  
In doing so it addresses research objective 4: To understand the extent to which 
managers recognise their organisational role as being 'in-between' and subject to 
multiple discursive claims; and starts to address research objective 5: To understand 
the ways in which managers respond to multiple subject positions, and the interplay 
between personal understandings and the discursive context in which they work.
The chapter draws directly on the conceptualisation of the medial manager 
developed and presented in chapter 3.  Building on the definition of a medial 
manager as any manager who is both directly managed and who directly manages 
others, chapter 3 argued that such managers are hierarchically and functionally 
positioned ‘in-between’ the organisation and the employees and services that they 
manage, and may be required to negotiate or buffer tensions between competing 
interests and expectations.  Drawing on Alvesson and Wllmott’s (2002) model of 
identity as the dynamic interaction between self-identity and identity regulation 
through identity work, the chapter further proposed two dimensions of medial 
manager identity.  First, the meaning and role of a medial manager is not 
straightforward or obvious, but subject to multiple demands and expectations from 
multiple constituents, including executive and senior managers, staff, peers, 
customers and external stakeholders including professions.  Social identity theory in 
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particular highlights the multiple possible identifications available to a medial 
manager as a direct result of their organisational position ‘in-between’ and the 
multiple ways in which to ‘be’ and to act as a medial manager.  Second, such 
multiple and possible identifications, and the contradictions inherent in the medial 
manager position, to be both an independent agent and loyal subject, and to draw on 
their operational experience to contribute towards executive intentions but only in 
prescribed ways, afford the medial manager some scope for agency in managing, 
sustaining or selecting between multiple and conflicting discourses and subject 
positions.  Management as an identity project (Andersson, 2010; Warhurst, 2011; 
Watson, 2001) may therefore be understood not simply as growing in maturity into 
an organisational role, but as making personal sense of a complex and contingent 
role which is subject to multiple and competing demands, expectations and 
discourses. 
The chapter proceeds as follows.  The first section analyses the nature of the 
discursive environment in the context of the medial manager, and identifies the 
possible subject positions, or possible identifications, for medial managers in 
Panorama.  Having set out the possible subject positions the section then examines 
which positions, or possible identifications, medial managers recognise in their texts,
and analyses the various tactics (Corbett-Etchevers & Mounoud, 2011; De Certeau, 
1984; Du Gay, 1996a) employed in order to manage multiple and sometimes 
contested discourses and subject positions.   The second section presents the analysis
of medial manager texts in terms of characterising different types of responses to the 
possible subject positions available to and impinging on medial mangers.  The 
section characterises a range of different responses, or ‘ways of being a manager’, 
and discusses how these responses to different subject positions are reflected in both 
the stories the medial managers told, and their identified tactics for managing 
multiple possible subject positions.  In this way, the presented analysis both explores
the validity of the research conceptualisation of manager identity as a surface picture
of manager experience, and also starts to examine some of the undercurrents of 
processes which form that surface picture (Ashforth, et al., 2008). 
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7.2 Medial manager identity work – responses to subject positions
This section presents the first part of the third stage of the analytical process set out 
in chapter 5.4.2.
Figure 13 – Position of analysis of medial manager subject positions within the analytical 
process
The research conceptualisation of medial manager identity (section 3.5) proposes 
that medial managers may be conceptualised in terms of multiple possible 
identifications, and particularly with the organisation and with their staff, team or 
service including profession.  This section investigates and analyses the nature of 
these identifications for medial managers in the context of Panorama Housing.  First,
thematic analysis (King & Horrocks, 2010) of the medial manager interview texts is 
presented in order to identify the possible subject positions and identifications 
available to and impinging on medial managers in Panorama Housing, and the nature
of those subject positions.  Second, the section presents analysis of medial manager 
responses: which subject positions each manager recognises in their texts; how 
multiple subject positions are managed; which subject positions are contested and 
how.  In doing so the analysis examines the ways in which identity work is 
undertaken in the context of the medial manager position: the ways in which 
managers utilise, re-work or reject discursive resources available to them, and the 
ways in which key organisational discourses discussed in section 6.2 are used.
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Figure 2 – Summary of the four stage analytical process 
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7.2.1 Possible subject positions
Section 6.2 set out the organisational and discursive context of Panorama Housing.  
It identified three prominent themes of being a business, comprising key discourses 
of customers, financial responsibility and managers as professionals and leaders; 
being the best, comprising discourses of continuous improvement, performance and 
achievement; and a shared moral purpose, including discourses of social 
responsibility and collective responsibility.  This section examines the ways in which
Panorama managers respond to their organisational position ‘in-between’ in the 
particular discursive context of Panorama, and the particular ways in which 
Panorama seeks to construct organisational members and managers.  
Following the analytical process set out in section 5.4.3 the manager interview texts 
were coded and analysed in order to identify the possible subject positions within the
organisational context of Panorama Housing.  Three categories of subject position 
were identified across manager texts: to be a manager in the service of the 
organisation; to be a practitioner; and to be a member of the team or service area.  
However, the ways in which managers recognised and interpreted these subject 
positions varied significantly.  Figure 14 summarises these subject positions and the 
ways and extent to which they are reflected in manager texts, while figure 15 
summarises which subject positions are recognised, in various ways and to varying 
degrees, by each medial manager.
All twenty one medial manager texts included some reference to organisational 
expectations on them to act as managers in the service of the organisation, but 
managers recognised and interpreted these expectations in a variety of ways (figure 
14).  These may be broadly categorised as operational delivery and to be a 
representative of the organisation.
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Subject position 
A manager in the service of the organisation 
Operational delivery 
Deliver business objectives 
“Business targets, performance indicators, we’ve got to make sure all those are met ...that is really business 
critical” – Oakley, team leader  
Provide operational expertise 
 “It is key that I understand everything in terms of where we are and what we are up to so I can give confidence 
upstairs” – Fleming, service manager  
Support others to fulfil objectives 
 “Your role is to find out...what the issue may be, what problems that’s led to” – Dawson, team leader  
Protect the business 
“I support the business, protect the business...and [I’m] loyal to the company” – Everett, operations director  
Representing the organisation 
Promoting organisational values 
 “The vision and values [ ] – it’s very important to this organisation that people work to them and believe in 
them” – Abbott, service manager  
Embody the organisation to staff 
 “I will say I am your friend but, as your Team Leader I need to say to you, this, what’s your response?” – 
Potter, team leader  
A practitioner 
Meeting customer needs 
 “In a way I feel that I’m here more for our tenant’s benefit which then ultimately benefits the organisation” – 
Jennings, service manager 
Expert knowledge and experience 
 “I know the issues they face, I know the difficulties, I know the challenges” – Goddard, team leader 
 
A member of the team or service area 
Identification with the team 
 “to put an arm round them and...bat for them...with my peers...to get some recognition  for the important role 
that we do play” – Taylor, service manager 
 
Protecting staff from demands and decisions 
 “I don’t necessarily follow the party line because, you know, there’s a strength of feeling amongst the team” – 
Varley, team leader 
 
Figure 14 – Possible subject positions of medial managers
A majority of managers (fourteen) made specific reference during their interview to 
their role in delivering or contributing towards organisational objectives and targets, 
which might be expected given Panorama Housing’s emphasis on performance 
management (‘be the best’).  However, managers also reflected alternative 
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constructions of operational delivery.  A number (Abbott, Fleming, Hancock, Irwin, 
Jennings, Kendall and Varley) emphasised their role in providing operational 
expertise within their service area: their role is to be “a very operational manager, 
very hands on” (Abbott, service manager), who is able to work without being 
“micromanaged” (Kendall, team leader) and whose own manager is able to adopt an 
“arms-length management style” (Jennings, service manager) and trust them to know
their services (Fleming, Irwin, Woods).  Everett constructed their role in terms of 
loyalty to the business and ensuring its interests through strategic oversight, while 
Dawson, Long and Shaw emphasised the manager role as supporting others to fulfil 
organisational objectives and performance targets.  However, while Shaw was 
explicit about their responsibility to ensure that staff are competent to fulfil their 
tasks and targets, Dawson and Long focused more on identifying valid reasons why 
staff might not be able to fulfil them:
Your role is to find out [ ] why, and then support that individual.  It may well 
be because they’ve been drawn into other things...it’s...to find out what the 
issues may be, what problems that’s led to - and then looking at ways we can
look at it and refine it a different way, different ideas, different methods of 
doing things.  So it’s not just for me, it’s as a team I think, we bring them in 
as well, get their ideas, their knowledge base. – Dawson, team leader
A smaller number of manager texts recognised an aspect of being a manager in the 
service of the organisation as being a representative of the organisation.  Abbott, 
Everett, Hancock and Newton referred to an obligation on them as managers to 
promote organisational values to their staff:
The visions and values of the organisation are - it’s very important to this 
organisation that people work to them and believe in them and they are - you
know that you can see them shining through what people do on a daily basis. 
So, it is important to me as a manager here to make sure that people are - 
enjoy working here, and want, for the better good of themselves and the 
organisation and the customers. – Abbott, service manager
183
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Manager Subject positions recognised in interview texts 
Manager Practitioner Team/service member 
Manager Practitioner Team/service member 
Manager 
Manager Practitioner Team/service member 
Manager Practitioner 
Manager Team/service member 
Manager Practitioner 
Manager Practitioner 
Manager Practitioner 
Manager Practitioner Team/service member 
Manager Practitioner Team/service member 
Manager Practitioner Team/service member 
Manager Practitioner Team/service member 
Manager Practitioner 
Manager Practitioner 
Manager Team/service member 
Manager Practitioner 
Manager 
Manager Practitioner Team/service member 
Manager Practitioner Team/service member 
Manager Team/service member 
Abbott 
Bailey 
Chapman 
Dawson 
Everett 
Fleming 
Goddard 
Hancock 
Irwin 
Kendall 
Long 
Miller 
Newton 
Oakley 
Potter 
Reed 
Shaw 
Taylor 
Varley 
Woods 
Jennings 
Team/service member 
Team/service member 
Figure 15 – Possible subject positions by medial manager
Reed and Shaw also referred to such obligations and described seeking to 
incorporate organisational values into their own managerial practice, such as 
supporting family friendly policies (Shaw).  Finally some manager texts (Goddard, 
Kendall, Long, Oakley, Potter and Woods) directly recognised an obligation on the 
manager to physically represent, or embody the organisation to staff and to be the 
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deliverer and implementer of organisational messages and decisions.  Potter’s story 
of becoming a team leader involved negotiating the new relationship with their team 
and making clear their responsibilities towards the organisation: “I will say I am 
your friend but, as your team leader I need to say to you, this, what’s your 
response?” (Potter, team leader).
A second possible position reflected in manager texts is that of a practitioner.  A 
number of manager texts (Bailey, Dawson, Everett, Hancock, Jennings, Newton, 
Reed, Taylor) position the manager as sensitive to the needs – often un-met – of 
customers and the obligations of the manager and/or the organisation to respond to 
those needs.  Expertise can provide critical insight into understanding customer 
needs and service delivery (Bailey, Miller, Newton): “I know the people who I work 
with and the team that I manage work with people who are struggling, have got 
support needs...everything isn’t black and white” (Bailey, service manager).  
Expertise is also commonly referred to as being essential for managing and 
supporting staff (Bailey, Goddard, Irwin, Jennings, Miller, Newton, Oakley, Reed, 
Varley) both in being able to provide guidance and in being able to give confidence 
to the team.  A number of managers described their level of experience and expertise
as something that they draw on: “I know the issues that they face, I know the 
difficulties, I know the challenges and I can hopefully then use that experience to 
put...things in place to make it easier, make it better” (Goddard, team leader).  For 
others, a perceived lack of expertise was something that has to be gained in order to 
justify their role or to be compensated for: 
I’m never going to know more than them or have the same experience as 
them...I just kind of look at it as a business perspective, you know, what are 
the outcomes going to be, why would we do this, how would it impact on the 
business, how will they impact on the team, how will they impact on the 
customer.  – Reed, service manager  
A third possible subject position is to be a member of the team or service.  The 
stories told by a number of managers incorporate a significant element of supporting 
and looking after team members: maintaining close working relationships with them 
(Potter, Woods), supporting them when they feel isolated or unappreciated (Abbott, 
Taylor), identifying with them as fellow practitioners (Dawson, Jennings, Long) and 
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recognising that they may have different needs and interests to those of the 
organisation: “at the end of the day they are [an officer]...they never signed up...for 
that level of responsibility” (Kendall, team leader).  This may also extend to 
protecting staff from the demands, pressures and decisions of senior managers 
(Fleming, Kendall, Miller, Varley).  Kendall explained that they might undertake a 
task themselves rather than force an unwilling staff member to do it, and Varley 
describes themselves as the “first port of call” who picks up concerns from staff, and 
needs to judge which should be taken up:
’Cause I can’t fight every individual thing because the chain of command 
goes up quite a way, so...I’ll pick the key issues that are affecting people 
and...I’ll concentrate on trying to move them. – Varley, Team Leader
7.2.2 Responses to possible subject positions
The twenty one medial manager texts recognise a range of possible subject positions 
and all recognise more than one possible subject position or identification within the 
organisation.  This section starts to analyse the ways in which managers managed 
possible subject positions and identifications within the context of self-presentations 
within an interview: that is, what kinds of identity work do they undertake in order to
incorporate, negotiate, adapt or reject possible subject positions and possible roles 
and obligations into their personal self-identities (Davies & Harre, 1990; Simpson & 
Carroll, 2008; Sluss & Ashforth, 2008; Stryker & Burke, 2000)?  As described in 
section 5.4.3 the analysis identified two key orders of identity work: the management
of multiple possible subject positions, and the management of contested subject 
positions.
7.2.3 Managing multiple subject positions
As described in section 5.4.3 the analysis applied an adapted version of Roccas and 
Brewer’s (2002) model of alternative structures of multiple ingroup representations.  
(It should be noted that Roccas and Brewer propose their model from a social 
identity theory perspective, and so some interpretations of each tactic differ to their 
original.)  This proposes a continuum from simple cognitive schemas based on 
commonalities to more complex schemas based on integrating difference, and 
identifies four tactics: intersection, dominance, compartmentalisation and merger.  
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The tactics and manager responses are summarised in figure 16, which also details 
which subject positions managers are responding to in relation to the tactic.
 
 
Intersection 
 
Drawing on selected features of each 
subject position 
 
Constructing an identity which is related 
to, but distinct from either 
 
 
A B 
Dominance 
 
Subordinating on position to another 
 
Different possible identities are 
recognised but one (B) is deliberately 
prioritised over the other (A) 
 
 
A B 
Compartmentalisation 
 
Keeping subject positions separate  
 
Different identities are cued in different 
contexts 
 
Conflict between subject positions is 
avoided 
 
B A 
Merger 
 
Both subject positions are recognised 
 
Creating links and synergies between 
multiple positions 
 
Seeking to dissolve or resolve potential 
conflicts between positions 
 
A B 
Adapted from Roccas and Brewer, 2002 
Conceptualisation of managing multiple subject positions 
Subject position A
 
Subject position B 
Figure 16 – Typology of tactics for managing multiple subject positions
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An intersection tactic involves drawing on selected features of different subject 
positions to construct one which is distinct from either.  (This differs somewhat to 
Roccas and Brewer’s original meaning of this as constructing an in-group based on 
membership of two groups).  Goddard and Irwin both manage claims to be part of 
their team and claims to be organisational managers by constructing organisational 
positions which are explicitly distinct from either their teams or their own manager: 
for example Goddard draws on discourses of expertise to contrast themselves against
their “strategic” manager, but also on discourses of growth and development to 
position themselves against their team who are over-reliant on “how we’ve always 
done it”.  Bailey constructs a very particular management role as the manager of a 
team of expert practitioners.  Unlike other managers who adopt merger strategies 
which seek to bring different organisational roles together, Bailey constructs an 
identity based on being “slightly different” to the rest of the organisation and 
managing a different team who all share Bailey’s commitment to the value-meaning 
of their practice.  Bailey describes undertaking manager functions but these are 
specific to service delivery, and potential conflicts between what staff want and what
the organisation will do are framed in terms of staff concern for practice.  
Dominance happens when individuals recognise different possible subject positions, 
but choose one primary subject position to which others are subordinated.  Varley 
recognises organisational expectations on them, such as managing staff performance 
and absences, and to implement organisational decisions and to “toe the party line”.  
They also recognise staff expectations to listen to dissatisfaction and disagreement 
with organisational decisions and to “stand up for them”.  Varley chooses to 
prioritise their position as the defender and representative of their team whose role is 
to take up issues where there is sufficient demand from the team: “I’m going to sort 
of fight this...I don’t...necessarily follow the party line because, you know, there’s a 
strength of feeling amongst the team” (Varley, team leader).  Dawson and Kendall 
are less explicit but can be seen to subordinate their manager role to practitioner 
roles.  Both tell stories in which they act as experts, Kendall in configuring a system 
and Dawson in supporting their team to assist customers; and both are explicit in 
stating that their practice gives most meaning to their job: “I think at the end of the 
day, it’s that you’re helping a customer who’s struggled, and been denied something 
which you know, you’ve gone and helped them” (Dawson, team leader).  In contrast,
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Oakley responds to a perceived lack of experience and expertise in their service area 
by subordinating their practitioner identity in favour of a managerial identity which 
is based on a willingness to gain formal management learning and demonstrate 
competence in organisational expectations of managers such as engaging staff.
A compartmentalisation tactic involves retaining multiple subject positions but 
keeping them separate without attempting to integrate them or resolve any tensions 
or conflicts between them: that is, switching from one to another depending on the 
circumstances.  Woods provides a particularly clear example of 
compartmentalisation as means of managing tensions between organisational and 
staff interests by creatively and opportunistically playing up or down their manager 
role, on the one hand being flexible and exchanging small favours in order to 
maintain service delivery where possible – “It’s not that you’ve got to accommodate 
but if you can help them...if I ruled it with a stick, you wouldn’t get your way with 
them” – but then relying on their manager position to enforce organisational 
decisions where necessary: “but you go [ ] yeah, what would you do? And they go, 
fair enough.  You know, you spin it back round to them and say yeah, you know, you
[do this job], what would you do?”  Long’s text refers to both practitioner and 
manager roles, but as separate activities, and their discussion of each is cued by talk 
of gaining recognition through a Quality Mark and following their manager’s 
example in managing performance and attendance respectively.  Similarly, 
Chapman’s text holds in sustained tension their personal vision of their service area 
which they construct as both their personal responsibility and as informing and 
driving the organisation’s own values, and their stated commitment to shared 
responsibility and team-working: “Obviously there are [ ] other managers as well as 
me, and we all work really well together.  There is a lot of collaborative 
working...we all work really well together, it’s a very strong team.”  
Compartmentalisation can also be cognitive.  As previously noted, Miller draws on 
their personal experience and insight in order to critique the organisation and some 
of its objectives, but this critique appears to be kept separate from their practice and 
they describe no effort to convince the organisation of their perspective (beyond their
claims for a higher pay grade).  
A merger tactic involves acknowledging multiple subject positions and seeking to 
create links and synergies between them.  In contrast to an intersection strategy 
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which constructs an identity which draws on but is separate from either position, a 
merger aims to creatively blend multiple positions.  For example, Potter’s chosen 
story focuses on their transition from team member to team leader, and reflects 
potentially competing perspectives of organisational and staff interests.  They 
construct a position characterised as the ‘team’s leader’, in which Potter positions 
themselves as still a member of the team, but acting as a bridge to the wider 
organisation: they seek to bring their team with them rather than imposing 
organisational decisions, and help team members to see the wider team and 
organisational perspective beyond their individual needs.  This identity is 
underpinned by the claim that organisational objectives can be met through a 
personal relationship with staff and attending to their interests and needs:
I’ve tried to take the team on the journey with me, rather than being, well 
I’ve got where I want to be now, I’m not bothered about anybody else.  They 
knew that I got to where I wanted to be because I was bothered about them. –
Potter, team leader
Newton similarly seeks to blend practitioner and manager roles by drawing on their 
experience and expert insight to both shape the organisation’s service delivery to 
customers, and to integrate the organisation’s vision and values with their team’s 
daily practice: “It’s about trying to represent that, appropriately, it’s about modelling 
the values, I guess...what does it mean in [our service area] to be enterprising?” 
(Newton, team leader).  
7.2.4 Managing contested subject positions
Tactics for managing multiple subject positions highlight the different ways in which
managers respond to possible identity claims.  However, as noted in section 5.4.3, 
one particular feature which emerged from the data, namely the ways in which 
medial managers contested certain subject positions, rather than finding different 
forms of accommodation, required further analysis.  This section therefore further 
examines the identity work undertaken by those mangers by analysing the different 
ways in which they respond to contested subject positions and discourses.  The 
analysis has developed a further typology of tactics, which should be seen as a sub-
set of the tactics for managing multiple subject positions (section 7.2.3).  The 
typology conceptualises these tactics as a continuum based on the extent to which 
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the individual engages with a contested subject position or discourse, from 
separating oneself to submitting to it.  The typology and manager responses is 
summarised in figure 17.
 
 
Distancing 
 
Separating oneself from the contested 
subject position B 
 
Constructing B as a ‘not me’ position – 
the position is performed out of necessity 
 
Subject position A is a place of safety 
rather than an explicitly chosen position 
 
Countering 
 
Drawing on alternative discourses 
 
Challenging the validity of subject 
position B with discourses supporting 
position A 
 
A 
Engagement 
 
Creatively and flexibly selecting elements 
to support own identity 
 
Drawing on discourses supporting subject 
position A to construct a preferred 
version of subject position B 
 
B A 
Submission 
 
Accepting contested subject position 
 
Contested positions are nevertheless 
internalised and incorporated into self-
identity 
 
 
A B 
A B 
Conceptualisation of contested subject positions 
B 
Figure 17 – Typology of tactics for contesting subject positions
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Distancing involves separating oneself from the contested subject position through 
constructing it as an anti-identity or ‘not me’ position (Sveningsson & Alvesson, 
2003), which is performed out of necessity, as opposed to the ‘real me’ (Collinson, 
2006; Costas & Fleming, 2009; Musson & Duberley, 2007).  Kendall offers a 
particular example of a distancing tactic.  The previous sections (7.2.1, 7.2.3) noted 
how Kendall recognises the demands of the needs and interests of their team, and 
how they subordinate their managerial role by privileging their practitioner identity 
as a flexible expert; Kendall further responds to the organisational claims on them as 
a manager by cognitively and practically distancing themselves from the 
responsibilities of the role.  Kendall distances themselves from unpopular decisions 
by making their personal opinions clear and not seeking to persuade staff where they 
do not agree with it themselves.  By using the plural voice Kendall positions 
themselves with staff rather than with the organisation: “this is what we’ve been told 
to do”, and distances themselves from the organisational role which they are required
to fulfil: “I have to pass [it] down and say...we have to do it”.  Kendall further uses 
distancing tactics by drawing on the organisational hierarchy and constructing clear 
divisions of responsibility.  It is not appropriate for Kendall to make staff undertake 
additional roles which they do not want to do if they do not relate to their specific 
job role: “At the end of the day they are [an officer]...they never signed up...for that 
level of responsibility”.  Kendall similarly constructs a clear division of 
responsibility between them and their manager.  Kendall’s role is to identity and 
report problems, drawing on their practitioner expertise; it is Kendall’s manager’s 
responsibility to decide how problems will be resolved and to instruct Kendall 
accordingly.  Kendall is thus able to prioritise the interests and demands of their staff
and maintain positive working relationships.  
A countering tactic involves contesting subject positions and discourses by drawing 
on alternative ones.  Several managers construct their own versions of being a 
manager.  For example, Dawson draws on a range of other organisational discourses 
in order to counter organisational claims of managerial responsibility.  Discourses of 
being a commercial business and of customer focus validate Dawson’s privileging 
their practitioner role in supporting staff to assist customers because helping 
customers helps the business to collect rental income which helps improve services: 
“so I think you have...a dual responsibility, whether it’s your customer but also for a 
192
business that helps the customer”.  Moreover, Dawson constructs the whole 
organisation as collectively working towards this aim along with their own team 
(that is, discourses of ‘shared moral purpose’): they work “hand in hand” with other 
teams and help other teams to learn and develop, and to be able to identify and refer 
problems to Dawson’s team.  Dawson’s interview text avoids (despite some probing)
any significant construction of themselves as a manager in terms of making or 
enforcing decisions, enforcing standards or acting with any disciplinary authority.  
Instead, Dawson draws on discourses of staff development, staff engagement and 
teamworking to construct a role in which managerial responsibility is to involve 
team members in service delivery and decision making: 
So it’s not just for me, it’s as a team I think, we bring them in as well, get 
their ideas, their knowledge base... I think, like, all the time your team’s got 
to be part of - you might be a manager but you have to include your team in 
ideas...And I think that’s part of being part of a team, and as a manager – 
Dawson, team leader
By utilising discourses of staff engagement Dawson is able to construct a version of 
their managerial role which is focused on supporting and developing staff rather than
challenging them; and by constructing the team and the wider organisation as wholly
aligned with the aims of helping customers they undercut the need for any 
directional or disciplinary managerial role: there is no need for Dawson to be 
anything other than a senior practitioner.
Engagement involves individuals creatively and flexibly selecting elements of 
contested discourses to support their own identity constructions.  Jennings provides 
an example of this, which also highlights the key difference between an engagement 
and a countering strategy: unlike countering managers Jennings does not seek to 
offer a direct alternative identity, but creatively constructs and enacts their own 
version.  Jennings primarily presents themselves as a practitioner, and draws on 
selected elements of a managerial identity in order to construct a particular 
Practitioner-Manager identity on their own terms.  A key theme of Jennings’ 
interview text is the tension between Panorama as a commercial business and its 
commitment to social responsibility, and that social activities are regarded by some 
senior managers as “the fluffy stuff” compared to hard commercial concerns of 
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business sustainability; and Jennings presents their service area as an essential means
of mediating that tension: “the work we do is valuable...which means that impacts on
your business, so you should be grateful (laughs)”.  In this context Jennings 
constructs a manager role which is based on building up their service area in the 
service of the organisation and making the case for its value.  Jennings constructs the
organisation as a collection of competing services and refers to “a constant battle, in-
house” in order to make their case.  Their role as a manager is to demonstrate how 
the service fulfils organisational aims and values: “selling [ ] the service, I suppose 
and selling the benefits of it, you know, [ ] it’s a constant thing but in this day and 
age you have to prove your worth”.  Success as a manager means being trusted with 
additional resources and gaining recognition from other service areas from “those 
that interact with us and just have more of a knowledge”.  Jennings’ constructed 
manager role as a service promoter is dependent on their personal expertise which is 
not shared by others – “it’s a complex area” – and this expertise also informs how 
Jennings manages their staff. They provide support and direction and “and throw it 
about a bit more” if staff are struggling, but Jennings also encourages staff to 
propose their own ideas and validates good ones: “quite often they just come back 
going what do you think about this and I’m like - brilliant, off you go!”  (Jennings 
retains a role in validating and authorising staff ideas in contrast to Dawson, in 
whose text staff are cast as equal participants in a democratic process.)  Jennings’ 
use of a distancing strategy, which prioritises personal relationships with the staff 
over some staff decisions, reinforces this construction of a manager whose primary 
responsibility is for developing their service area according to their personal vision.
Finally, submission occurs when individuals accept contested subject positions.  This
is distinct from distancing, where individuals may perform required roles but do not 
internalise them and incorporate them into their self-identities.  Two managers, 
Hancock and Long, offer examples of submission, which also highlight the extent to 
which the strategy may be a passive or unconscious one (C. Casey, 1995).  Long’s 
text constructs a tension between managerial and practitioner identities.  Section 
7.2.3 noted how Long adopts a compartmentalisation strategy in which different 
identities are cued by different activities and demands.  However, read as a whole, 
Long’s text suggests that they are in the process of submitting to a managerial 
identity by presenting themselves as willingly adapting to the changing demands of 
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the organisation and demonstrating their loyalty in recognising changes as 
improvements.  For example they now conduct performance reviews with staff: “I 
didn’t do that two years ago...I wouldn’t have had those conversations...but because 
[my manager’s] asking me I’ve got the confidence”.  At one point during the 
interview Long reflected on the tension between benefits for practice of being based 
in the community, and organisational benefits of being centrally based.  Without 
fully answering or resolving the tension, because there are benefits on each side (and
much of Long’s text is rooted in descriptions of practice, not least their chosen story 
of achieving a Quality Mark through working in the community) Long concludes 
that the organisation’s decision is correct:
The disadvantage is that you lose a little bit of local knowledge... you did 
have that local contact.  But as I say from a performance point of view it’s 
absolutely fantastic.  You haven’t got [ ] dispersed teams but then you have 
communication issues then, don’t you and travel issues and overheads to pay
and all those sort of stuff, don’t you as well.  So I actually enjoy – I enjoy it 
here and I think it is an improvement to actually be here, so. – Long, team 
leader  
7.2.5 Summary – responses to subject positions
Analysis of the subject positions recognised by managers, and their response to those
subject positions highlights a number of key points.  First, three key subject positions
were recognised by managers across the twenty one interview texts: to be a manager 
in the service of the organisation, to be a practitioner concerned with operational 
delivery and customer outcomes, and to be a member of the team or service area.  
Moreover, all manager texts recognised at least two different subject positions, and 
nine made reference to all three; and in over half of manager texts some degree of 
contestation of subject positions were found.  The findings therefore provide some 
support for the conceptualisation of the medial manager as being ‘in-between’ 
competing demands (e.g. Clarke, et al., 2009; Currie & Proctor, 2005; Harding, et 
al., 2014; McConville & Holden, 1999; Sims, 2003; Watson, 1997) and as being 
responsible for and to multiple constituencies simultaneously (Lloyd & Payne, 2014;
Sims, 2003), and further support for the interpretation of the extant literature that 
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these demands can be conceptualised as organisational, staff and/or practice 
demands (section 3.5).  
Second, while the recognition of key organisational subject positions reflects some 
of the ways in which managers are constructed and constrained by the nature and 
context of their organisational position, the analysis also demonstrates the ways in 
which managers individually respond to such positionings.  Managers interpreted 
similar subject positions in different ways: for example, being a manager at the 
service of the organisation was interpreted as being responsible for operational 
delivery by all managers, but this included a range of different aspects such as 
delivering business objectives, providing operational expertise and supporting others.
Moreover, despite the clear message from the CEO and executive directors that 
managers should be “the authors of the message, not simple deliverers” (CEO, 
interview), there was limited reference to the particular management role of 
representing the organisation to staff amongst the manager interview texts.  The 
range of different tactics identified for managing multiple or contested subject 
positions further reveals the very individual responses of managers to their 
organisational position, and the ways in which different subject positions are 
variously accepted, rejected, contested or adapted.  In particular the analysis reveals 
how key Panorama discourses are differently utilised: as framing and determining 
the manager’s own actions (e.g. Abbott, Newton); as a means of answering staff 
demands for technical expertise (Oakley, Reed); as a resource to selectively draw 
from (e.g. Jennings); or as a resource with which to counter other organisational 
discourses, as when Dawson draws on discourses of staff involvement and 
teamworking to answer any requirement for managerial responsibility or leadership.  
That is, the analysis reveals something of the ongoing struggle between 
organisational centripetal forces which seek to impose a unified and centralising 
meaning, and the centrifugal “heteroglossia” of multiple social groups putting 
language to their own use and constructing their own meanings (Bakhtin, 
1935/1981/1994), and the limitations of centripetal organisational discourse.  The 
analysis also shows how managers draw on alternative discursive resources, such as 
professional practice, previous experience or personal values, and how these may be 
used to align with and support organisational discourse (e.g. Everett, Newton, Potter)
or to construct alternative positions.  
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Analysis of manager subject positions and their responses is therefore starting to 
reveal managers engaging – within the particular occasion of an interview – in 
multiple instances and forms of identity work in response to their organisational 
position; and that such forms of identity work are highly individual.  That is, 
although managers recognise a broad “bundle of obligatory activity” (Goffman, 
1961, p. 86) associated with their managerial role, the precise nature, meaning and 
value of these obligations remain ambiguous and contested, and open to individual 
improvisation (Simpson & Carroll, 2008).  The following section further explores 
how managers make personal sense of their organisational roles within the context of
multiple subject positions.
7.3 Medial manager identity work – ways of being a medial manager
This section presents the final part of the third stage of analytical process set out in 
chapter 5.4.2.  
Figure 18 – Position of analysis of medial manager positioning within the analytical process
As described under section 5.4.3, in this stage the medial manager texts were read 
and analysed in terms of the research conceptualisation of medial manager identity 
developed in section 3.5.  The framework proposed two dimensions of medial 
manager identity: multiple possible identifications available to the medial manager 
as a consequence of their organisational position ‘in-between’; and the degree of 
agency afforded medial managers by such multiple identifications and potentially 
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Figure 2 – Summary of the four stage analytical process 
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competing organisational interests to make individual responses.   Having presented 
analysis of the different subject positions and possible identifications recognised by 
Panorama medial managers in their interview texts (section 7.2.1), and identified a 
range of tactics for managing multiple and contested subject positions (sections 
7.2.2-3), this section presents the findings from the iterative analysis described in 
section 5.4.3 between the subject positions available to Panorama medial managers 
and their interview texts and chosen stories interpreted as self-presentations, in order 
to identify a range of possible ways of interpreting the medial manager’s 
organisational position and ‘ways of being a medial manager’.  
7.3.1 Dimensions of medial manager identities
Analysis of medial manager interview texts identified three primary subject positions
which were reflected in the texts: to be a manager in the service of the organisation; 
to be a practitioner; and to be a member of the staff team or service area (section 
7.2.1).  These three subject positions were therefore taken to represent the key 
possible identifications for Panorama medial managers.  Analysis of the workplace 
identities constructed and presented by medial managers in their interview texts then 
focused on their responses to these three positions: the extent to which each was 
recognised and the ways in which each position, if recognised, was interpreted; the 
ways in which different subject positions were managed and contested; and the 
overall strength and significance of each subject position within the overall text.  
This analysis also incorporated the findings from the narrative and paradigmatic 
analysis of medial manager stories: the ways in which they constructed and 
positioned themselves and other organisational actors; and the ways in which their 
stories and texts read as narrative constructed a particular kind of organisational and 
social worlds, and positioned the manager within that social world.  
The analysis of medial manager responses to the three primary subject positions 
resulted in identifying seven distinct responses, or ‘ways of being a medial manager’.
These are summarised in figure 19 below.  The seven ways are firstly based on 
identifying which subject position(s) are of primary significance for the medial 
manager or which are prioritised (that is, the dimension of identification); and then 
secondly on the extent to which managers recognised competing organisational 
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interests and the ways in which they responded to and managed such interests (the 
dimension of agency).  Seven ways of being a medial manager 
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Figure 19 – Ways of being a medial manager
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Before discussing these in more detail a number of important caveats need to be 
noted.  First, the typology is presented as a way of representing and categorising the 
responses of the twenty one Panorama managers, and not as any generalisable 
typology of manager identity.  Second, the categorising of managers as one type or 
another is not presented as a precise or quantitative process.  Although some 
manager texts reflect the type relatively strongly and clearly, within each type there 
are important variations and nuances which are discussed and acknowledged below.  
Thirdly, such a typology is recognised within the research’s philosophy as an ‘artful 
contrivance’ in which the researcher has imposed a particular form and perspective 
with which to frame and interpret the data; indeed the researcher acknowledges that 
the number seven is widely regarded as a significant number in stories.  
Nevertheless, the typology does provide as a useful way of reflecting the range of 
ways in which medial managers at Panorama made sense of their organisational 
position; and therefore highlights the range of some possible ways of ‘being a medial
manager’.
7.3.2 Categorising medial manager identity: seven ways to be a manager
This section presents a detailed analysis of an example of each ‘way’ of being a 
medial manager and the ways in which different organisational positions may be 
constructed, in order to reveal further insights into the nature of the position and the 
identity work undertaken in order to construct it.  The analysis draws on the stories 
told by medial managers, analysed and discussed in section 6.3, the ways in which 
managers construct the organisation based on different paradigms, discussed in 
section 6.4, and the analysis of identity regulation and identity work in response to 
organisational subject positions presented in section 7.2.  In doing so, the analysis 
starts to examine not only the surface picture of medial manager identity proposed 
by the interpretative framework of medial manager identity, but also the 
undercurrents of identity work which form such surface pictures (Ashforth, et al., 
2008).   
The first way: The team’s champion
Of all the managers, Varley most explicitly positioned themselves as the 
representative and champion of the staff they manage:
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Well, yeah - I tend to try, with the one-to-ones, [to] collate the information 
the best I can so that I get, you know, a strong impression from the team as 
to where I’m going to take the fight, ha...’Cause I can’t fight every individual
thing because the chain of command goes up quite a way so I’ll pick the key 
issues that are affecting people and, you know, I’ll concentrate on trying to 
move them. – Varley, team leader
In their interview Varley presented themselves as being driven by “integrity...being 
prepared to stand up for what’s right...being to be able to put your neck on the line if 
necessary and argue for what’s...correct”.  Their first chosen story involved them 
arguing the case for an inexperienced but promising candidate at a recruitment panel 
and accepting responsibility for winning the argument over more senior managers – 
“on your head be it” – and their second story meant taking decisive action to help a 
sick staff member which became more important than any other immediate work 
responsibilities.  In being responsive to staff demands that problems are resolved, 
Varley also describes drawing on their own experience to determine which issues to 
take up, judging “the strength of feeling among the team” and the merits of the case. 
Varley also expresses strong identification with their team.  As well as constructing a
key purpose of their role as being the “first port of call” for resolving staff problems, 
to be a “champion” for staff and to “stand up for them”, Varley strongly identifies 
with the work of the service area and contrasts it to other, non-customer-facing parts 
of the organisation: 
You know, ‘Mrs Green’ who’s got multiple issues that need dealing with, and
they [staff] need the skills and the expertise to be able to deal with ‘Mrs 
Green’s’ issues because she can’t communicate very well, she gets angry or 
frustrated or – We are the ones with the skills and ability to deal with that, 
you know? – Varley, team leader 
Varley’s primary identification in their interview text is with their team and they 
constructed themselves as having a responsibility for their interests, but their 
practitioner experience and expert judgement is a significant resource.  Their two 
chosen stories construct them as the donor to the candidate-hero on the recruitment 
panel – that is, one with esoteric knowledge who tests the hero – and as the hero 
doing battle with villainy to save a sick staff member.  Read together these two 
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stories demonstrate Varley’s use of expert insight to construct a personal position.  In
the first story Varley applies due process – the prescribed thing – to make their case 
for the candidate who performed best: “when there was a formal process in place 
then there is a duty to follow that in my mind anyway” while in the second they 
argue for “doing the right thing”: “what do you do, walk away and there’s nobody 
else to help”.  Varley’s expert insight enables them to determine when to follow 
organisational processes and when they need to act independently.
Varley’s organisational position as a champion of their team closely aligns with their
construction of the organisation around a vertical tension between organisational and
staff interests (section 6.4.1).  Varley’s text recognises organisational responsibilities
such as performance and absence management – and that this may have to be 
enforced over personal relationships with staff – but they nevertheless establish a 
clear distance between themselves and senior managers, who make decisions 
“elsewhere, which have a consequent impact here and they might not even have 
considered”, or who “find it very difficult to make decisions, you know, and accept 
the responsibility they’ve got”.  Varley’s text also displays frequent dominance and 
countering strategies in order to resist organisational claims and to prioritise staff 
claims.  Countering is achieved particularly by drawing on discourses of expertise 
and experience to justify Varley’s position as being primarily concerned for the 
effective service delivery and needs of their team, and as one who understands it 
better than more distant senior managers.  However, Varley also draws on 
organisational discourses of decisive and responsible managers to present themselves
as willing to fulfil a managerial role in contrast to some senior managers: 
Yeah, I mean it’s frustrating, I think in my job one of the most stressful 
aspects is, as I say, you’ve got the responsibility for all these people and for 
this section but you haven’t got the authority to do anything.  So they give 
you responsibility to look after it but you’ve got no authority to make 
changes.  You know, changes are made and decisions are made at a different
level – Varley, team leader
The second way: The expert practitioner
In their interviews, Dawson and Kendall both presented workplace identities 
primarily based on their practice and expertise.  Dawson’s story of celebrating their 
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team’s success in helping customers constructs Dawson as an experienced 
caseworker or a ‘helper’, whose role is to provide support and guidance to their 
team, but who also identifies with the team’s work and outcomes as their own:
What more can you ask?  If you can help someone...you could turn their life 
around...  I’m happy but I’m proud of the team and I’m proud of what we try 
to achieve, so in that respect I think sometimes you can hold your head up 
high and think, you know, at least I’ve tried to help someone, I’ve done my 
best for them, so I don’t think there is much more you can ask for when that 
happens for you and when you’re given that opportunity. – Dawson, team 
leader
Kendall similarly draws on their experience and expertise, but for Kendall their 
identity is based on being able to be useful and that their role properly reflects their 
skills.  When asked why they had picked their story of configuring a new system 
Kendall reflected:
Well I think I picked it because at the time it was quite an interesting part of -
and a very different role.  I found it interesting and I found it different to 
what I had been doing.  Again, it was something I was kind of quite proud of 
but I suppose the main thing - I mean one of the things that you talked is - 
which you feel represents what your role means to you.  Rather than what my
role means, I suppose it’s more what I can do for the business, as opposed to 
what my role means.  I don’t care what my role is, what I’m called, as long 
as I’m providing something that the business needs.  Does that make sense? –
Kendall, team leader
Dawson and Kendall both suggested a careful management or downplaying of the 
organisational responsibilities implicit in their manager roles.  Kendall draws on 
their willingness to be of service to the organisation – “I kind of just go with the 
flow, whatever the business needed...I kind of fit in with that.  I’m not particularly 
bothered about progressing” – but they do not try to persuade staff to take on new 
roles or to develop skills which they characterise as “the painful option of forcing 
them to do something that they don’t want to really to do.”  Kendall also does not 
attempt to persuade staff of decisions they do not personally agree with:  
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I suppose there are times when I’ve said well, yeah, if someone was to 
complain I’d say, well you know what, I possibly agree with you to a certain 
extent but this is what we’ve been told to do and, and it is what it is. – 
Kendall, team leader
As noted in section 7.2.4 Dawson’s text is notable for its lack of any reference to 
organisational tensions or of Dawson’s need to act independently or to persuade or 
influence: the organisation, other services and staff are aligned in the shared purpose 
of supporting customers.  Both Dawson and Kendall imply stronger relationships 
and identification with their teams than with the organisation, Dawson through 
repeated reference to their team and personal association with the team’s work, and 
Kendall by prioritising staff interests and needs over organisational ones; but both 
contrast with Varley’s willingness to “take the fight” to senior managers on behalf of
their team.
The identity work undertaken by Dawson and Kendall through chosen narratives, 
constructed social worlds and responses to discourses reveals differences in the ways
that two managers construct an ultimately similar organisational positioning.  
Dawson constructs a social world based on an external tension between the 
organisation and customers but which is resolved through helping customers to 
maximise organisational income.  Dawson’s organisational world is primarily 
aligned around this work and the work of Dawson and their team provides the 
essential mediation through their shared practice and expertise.  Kendall constructs a 
social world based on internal tensions between organisational need and staff roles 
and capabilities.  Whereas Dawson avoids any such tension through constructing a 
shared organisational purpose, Kendall manages the constructed tensions by drawing
on the organisational hierarchy as a means of attributing appropriate responsibility 
and which supports a distancing strategy.  Staff should not be expected to undertake 
responsibilities that go beyond their core role if they do not want to; similarly 
Kendall’s role is to make their manager aware of problems and to implement 
solutions and decisions made by their manager.  While Kendall makes little 
reference to common organisational discourses, Dawson displays a countering 
strategy by drawing on discourses such as staff development, staff engagement and 
teamworking to construct a managerial role which is primarily about supporting staff
to deliver services through their expertise, and involving staff in decision-making 
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rather than imposing or defending decisions.  Dawson’s chosen story of celebrating 
their team’s success reinforces their identification with their team which is 
underpinned by re-working discursive resources to construct an organisation in 
which all are aligned around a shared purpose and where there is no need for a 
formal managerial role.  In contrast, Kendall’s story sets them apart as one with a 
unique skill set which can be put at the service of the organisation.
The third way: The practitioner-manager
The interview texts of four managers, Bailey, Hancock, Jennings and Newton, also 
describe strong identifications as expert practitioners, but in contrast to Dawson and 
Kendall, these managers also appeared to be drawing on their practice to inform a 
personal interpretation of their role as a manager in the service of the organisation. 
Jennings provides a particular example of this.
Jennings’ chosen story was an ‘initiated quest’ of promoting the value of their 
service area and growing it within the organisation.  Jennings’ personal expertise is 
central to their story and their hero role within it.  They came to the organisation as 
the expert in their field: “I wouldn’t say anyone’s come from the same sort of 
background as [me]” but found that the organisation did not fully understand the role
of their service area or recognise its potential value to the organisation: “and actually
it’s like, you’ve missed the whole point... so it’s that element of things that 
sometimes just gets totally – it’s not on peoples’ radar”.  Jennings therefore set about
developing their service area in order to secure greater status and recognition within 
the organisation, not only by promoting successes but by making the case for its 
contribution to organisational objectives and targeting key managers and services 
within the organisation – “I started getting the message up that...the work we do is 
valuable and it means a tenant [will] pay their rent which means that impacts on your
business, so you should be grateful (laughs)”  Success for Jennings is personal 
recognition both of their service area in which they are expert, and of their 
management capabilities in being able to deliver organisational outcomes, which is 
verified by being given additional resources “because we believe that you’ll do the 
right thing...and you’ll get the outcomes.”  Bailey, Hancock and Newton also all told
stories which were also based on their own expert practice and the need to persuade 
or inform the organisation of new knowledge or perspectives.
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Jennings constructs a personal version of being a manager in the organisation which 
is deeply informed by their practitioner background and expert knowledge.  Rather 
than simply focus on the delivery of services or their personal practice, like Dawson 
and Kendall, their story is grounded in the importance of gaining organisational 
recognition, and this informs their personal interpretation of a manager role.  Section
7.2.4 described in some detail how they use engagement tactics to creatively 
construct and enact their own version of a manager role.  They construct an 
organisational world based on multiple service areas competing for scarce resources 
and attention, in which their role as a manager is to be able to demonstrate how the 
organisation fulfils organisational aims and values: “selling [ ] the service, I suppose 
and selling the benefits of it, you know, [ ] it’s a constant thing but in this day and 
age you have to prove your worth”.  Unlike Dawson, Kendall or Varley, Jennings 
seeks and gains personal approval for their manager capabilities in being trusted with
additional resources and interprets it as recognition of their success: “I came in 
thinking this is an undervalued, misunderstood area, and now it feels like there is real
backing.”  Nevertheless, their expertise remains the key driver for Jennings’ self-
construction and their relationships with other organisational actors.  They describe 
strong relationships with their team with whom they share expert knowledge and a 
commitment to the values of the service, and with whom they may share a sense of 
being misunderstood by others:
so there is a real kind of camaraderie and we are very much - we are the 
[service area] and - nobody messes with us! (laughs)  So we do an amazing 
job and if people don’t understand that they need to and - so there is that 
kind of -  we’re all together in it sort of thing. – Jennings, service manager   
Equally, Jennings describes their relationships with other service areas and managers
in terms of the extent to which their role is recognised and valued: “you wouldn’t 
necessarily think that a finance person would get it but actually it’s those that interact
with us and just have more of a knowledge”.  Although Jennings seeks 
organisational recognition and approval as a manager, their construction of a 
manager role is selective: it includes demonstrating how Jennings and their service 
can meet organisational objectives, but on the terms of the service’s values, for 
example when it is assumed that the service will do certain kinds of work – “they’re 
poles apart... In fact we never do that, that’s [another service area’s] territory!”– and 
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may not include promoting controversial organisational decisions, where Jennings 
might choose to prioritise relationships with their staff by establishing their own 
views: 
Okay the Exec Team want this, because they think it is going to be good for 
business or blah blah blah blah blah, I know it’s a bit of a pain, or, I know 
it’s not actually what you want to do - run with it. You know.  And kind of go 
with it - so I kind of - I’m on your side! – Jennings, service manager   
The fourth way: The buffer
The fourth way of being a manager characterises managers who described both a 
strong identification as a manager in the service of the organisation, and as members 
of their staff team.  These managers also recognised tensions between organisational 
and staff interests, and their personal interpretations of being a manager involve 
finding ways to manage such tensions by acting as a ‘buffer’ between them.  Woods 
is presented as an example of such a buffering role.
Woods’ chosen story was an account of how they managed the staff rota, and which 
actually encompassed many short stories and story fragments about the different 
challenges this poses.  Wood’s story(s) was interpreted as a ‘difficult task’ read as 
part of an ‘existential struggle’ (section 6.3.2) of how Woods became a manager and 
their need to prove themselves to their line manager who had “put their faith in me”. 
Read as a story of becoming a manager, Woods’ text contrasts with other stories of 
becoming a manager, such as those of Goddard and Potter, by focusing on the 
challenges of managing relationships and responsibilities to both the team they 
manage, and the manager and organisation that they represent.  The example of 
managing the staff rota highlights the ongoing tension between organisational and 
staff interests which informs Woods’ construction of an organisational social world 
(section 6.4.1): the organisation must have cover at all times, but staff may have 
individual needs, sometimes unforeseen, that must be accommodated; and the 
organisation may make strategic or resourcing decisions which affect staff 
workloads.  Woods themselves accepts responsibilities for both staff and 
organisational and staff interests: staff are their former colleagues and friends who 
deserve respect and whose role Woods is familiar with: “I’m acting the way I want 
to be treated as, you know, I’m no better than you, we’re all the same, we are all the 
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same”; while the organisation has appointed them to a particular role; “I’m a team 
leader...we’ve got to implement things...because at the end of the day...you want to 
give the best service”.  Woods describes their role in managing the rota as needing to
continually balance and counter-balance such interests: “It’s like playing chess, it’s 
like you’ve got to move things about to get the result you need.”
Woods makes extensive use of compartmentalisation (section 7.2.3) and distancing 
(7.3.3) tactics in order to manage competing interests between staff and the 
organisation.  Compartmentalisation involves creatively and opportunistically 
playing up or down their manager role in order to respond to different staffing 
situations.  By playing up their manager role Woods is able to negotiate small 
favours with staff, such as allowing switches or even temporarily covering for them 
themselves.  However, Woods can also use their manager role to distance themselves
from organisational decisions, either by relying on organisational procedures – 
“there’s rules and – we’ve all got to go by the rules” – or by inviting staff to 
understand that sometimes Woods has no personal choice but to act in accordance 
with organisational expectations: “but you go [ ] yeah, what would you do? And they
go, fair enough.  You know, you spin it back round to them and say yeah, you know, 
you [do this job], what would you do?”  Woods also draws on their practitioner 
experience and the particular circumstances and needs of their service to justify their 
flexible approach, which might not be wholly in line with organisational policies:
On paper it’s like, that’s the way it’s going to be, but... to get from A to Z 
there’s a lot ways to get there... I said right, and I could see them [HR] going - 
well how do you do that and you go but you’ve got move back to there and that 
them there and they’re like - it’s like a separate language, but it is, because it’s 
people’s lives them dots...but, what them dots represent, that got [done, that got 
done]...everyone’s happy, up here, because we’ve got the result.  So that’s how I
can explain how it’s a game of chess. – Woods, team leader
Fleming constructs a similar buffering role between staff and senior manager 
expectations and interests through establishing trust in their capabilities to manage 
the service and their integrity regarding decisions and instructions.  However, Miller 
describes a more strategic approach to managing staff and organisational interests: 
they provide support to staff by recognising the difficulties they face in their role and
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will defend them via their own manager against unfair criticisms by senior managers;
but unlike Varley they describe no sustained role in representing and defending the 
interests of their staff, and their text does not suggest that their personal criticisms of 
the organisation are voiced, but remain a personal view:
I’m overreaching myself sometimes and I think that occasionally when 
you’re like that it’s sometimes quite difficult to (pause) er, I dunno, to 
provide your maximum output or to, I don’t know, perform to your liking, I’d
like sometimes to maybe to be a little bit more creative, sit aside a little bit 
and say right, let’s sit aside and let’s think about these things, but the nature 
of the communities that we work in don’t give us that opportunity, you know, 
and I think sometimes that can be lost, in this building, this building is a 
lovely, beautiful building but there are people in it who have no idea about 
the societies that we work in outside the doors and so sometimes I think that 
is the kind of conflict that occurs within a housing organisation really. – 
Miller, team leader
The fifth way: The instrument
In contrast to the ‘buffer’ position, the fifth ‘way of being a manager’ positions the 
manager as the loyal instrument of the organisation.  Irwin, Long and Reed described
primary identification as managers in the service of the organisation, drawing 
strongly on the organisation to provide role meaning, and tending to downplay or not
present as significant any organisational tensions.  Reed provides a particular 
illustration of such a position.
Reed’s text emphasises their personal commitment to the organisation and its aims 
and their willingness to work over and above the requirements of their role to 
achieve it.  Talking about their chosen story about organising a community event 
they explain:
I see it as, you either fully commit to something and get it done well, or you - 
there’s no point in doing a half-hearted effort so....it’s a massive kind of way 
of showing people what Panorama are about.  So...I think it’s really 
important to make sure it goes well and make sure we’re reflected well and 
make sure the customers know it’s for them and the partners see the type of 
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things that we do over and above what we are required to – Reed, service 
manager
Reed identifies strongly both with the organisation and personally with their line 
manager.  They draw on a wide range of key organisational discourses, including 
discourses of being a business, customer focus, manager responsibility and social 
responsibility, but rather than re-working them to construct a personal manager role 
they use these to demonstrate their alignment with and commitment to the 
organisation and its values.  The previous quote illustrates Reed drawing on 
discourses of customers and social responsibility – “over and about what...we are 
required to do” and they further align their service area with fulfilling the 
organisation’s commitment to both its business objectives and its responsibilities 
towards customers:
They all go towards sustainable tenancies, creating better places to live...so 
it does all add up to benefit the organisation, but on the whole it’s something 
that the company have made the decision to do, to benefit our customers 
really. – Reed, service manager
Similarly, Reed draws on discourses of professional and financial responsibility to 
demonstrate their qualities as a manager and their understanding of and commitment 
to the organisation’s ways of working: “We’re quite targeted in the work we 
do...there’s always some kind of justification for the work we do as well.” 
Reed also demonstrates a strong personal identification with their own line manager. 
They see a number of parallels between their line manager and themselves: “[they 
were] in a similar situation to me, and one of [their] managers encouraged [them] to 
take a step and [they’ve] kind of never looked back and [they] see possibly the same 
potential in me”.  Their line manager provides a key role model for them and has 
been “instrumental” in helping them develop management skills and perspective and 
“changing your mind-set”.  Their line manager continues to provide an essential 
source of support and direction: “To this day, I’ll often just go and knock on [their] 
door and say, oh hi, you know type of thing, and even if just to tell [them], like, what
we’ve been doing over the last week.”  Reed also constructs their line manager and 
other senior managers as having a key directional role in their work and in their 
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service area and determining duties and key priorities and “about, you know, the 
direction we’re going in, what - how they see it going”.  
Reed’s ‘instrument’ position is supported by their chosen story of the ‘difficult task’ 
of organising a community event which demonstrates their ability to fulfil 
organisational expectations of a manager (an existential struggle form of plot, section
6.3.2).  Their role as the loyal manager also acts as a mediation of the organisational 
world they construct across external tensions between the organisation and its 
customers (section 6.4).  Reed suggests that this tension between business objectives 
and social objectives is resolvable because the organisation has chosen to undertake 
social responsibilities beyond its commercial ones, and that Reed’s service helps the 
organisation to fulfil those social objectives.  Reed’s text also recognised two 
possible identifications as a practitioner concerned for customer wellbeing and as a 
manager concerned for the organisation.  Reed constructs a mediating role through a 
merger tactic (section 7.2.3) which seeks to embody the synergy and alignment 
between manager and practice responsibilities as the ‘organisational manager’ in 
which they act as an organisational expert to their team of practitioners, helping the 
team to understand how their work contributes to and aligns with organisational 
objectives, keeping the team informed about the rest of the organisation and 
promoting the work of their team within the organisation.  That is, in contrast to 
managers who construct an ‘expert practitioner’ or a ‘practitioner manager’ position 
they act as a loyal representative of the organisation, drawing on their organisational 
role for meaning and seeking to fulfil organisational aims through their service area; 
and in contrast to managers constructing a ‘buffer’ or a ‘team’s champion’ position 
they construct staff interests as unproblematic, capable of being aligned with and 
contributing to organisational objectives through Reed’s own loyal management.
The sixth way: The integrator
Like the ‘instrument’ position, ‘integrator’ managers reflected a significant degree of
identification with the organisation in their interview texts.  However, their texts also
suggested a more active role in and responsibility for creating alignment and 
integration between organisational and other interests, with the manager personally 
embodying the organisation and its values rather merely acting as its loyal but 
vicarious instrument.  Abbott, Everett, Goddard, Oakley, Potter and Shaw all offer 
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evidence of  ‘integrator’ positioning; however Oakley provides a particularly 
interesting example of some of the processes of constructing such a position.
Oakley constructs their organisational role as one of creating and sustaining 
alignment between the organisation and staff:
But for me... you’ve got to be able to have people on your side.  Okay they’re
never going to be fully on your side but it’s this – it’s trying to get the best 
out of people, trying to persuade people, and you do have to meet in the 
middle sometimes with some people, but what I think the skill is, you try to 
get the best for the staff, you try to get the best out of the staff but also at the 
same time make sure the business objectives are met, as well. – Oakley, team 
leader
Oakley recognises differences in staff and organisational interests – “they’re never 
going to be fully on your side” – but also reflects organisational discourses of staff 
engagement and being a good employer: “you try to get the best for the staff, you try 
to get the best out of staff”.  However, Oakley constructs their alignment role from 
the side of the organisation.  They are seen as part of management by staff and 
Oakley recognises their responsibilities as a representative of the organisation with 
referential influence:
It’s just stopping and thinking about what you’re actually doing, about 
looking at the wider implications and how you’re - how you respond to 
people, how that impacts on everything because...once you respond to one 
person it gets round. – Oakley, team leader
Such responsibilities also mean subordinating personal preferences to organisational 
needs – “if people ask me a direct question I want to answer it straight away” – and 
during the restructure (the subject of their second story) Oakley offered support to 
staff while not revealing that their own job was also potentially at risk:
I think it came out towards the end that [we] were sort of affected and people
were quite shocked because they didn’t even think that we would…you know,
we formed part of that whole process...and that was a challenge. – Oakley, 
team leader 
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Oakley’s text fully recognises the different interests of staff and the organisation and 
the organisational world they construct is based on vertical tensions (section 6.4.1).  
With reference to the organisational restructure they empathise with staff feelings 
and fears – “it will affect you, it’s quite harsh isn’t it” – while defending the 
organisational process: “Panorama have handled it as best they could in that 
situation”.  More widely, Oakley recognises the tension between staff focus on and 
concerns with their customer-facing role, and organisational objectives of delivering 
high performance and growing the business.  Oakley’s own explanation for their 
chosen stories was that they demonstrated their skills as a team leader and how they 
meet organisational requirements, one (organising a marketing presentation) 
illustrating their ability to fulfil organisational requirements – “it is a positive thing 
isn’t it, it’s a task that I’ve been asked to do and I’ve done it” – and their ability to 
combine organisational objectives with staff engagement in the task; and the other 
(the restructure) illustrating their experience of the key management skill of change 
management  “because it was something that is...in management books and 
everything isn’t it”.  In other words, Oakley uses their choice of stories to construct 
themselves in a particular way, as both a loyal and as an effective and skilled 
manager.  Mediation of their constructed social world is through their own personal 
capabilities in fulfilling organisational requirements of a manager.
However, section 6.3.2 also noted that Oakley’s text can be read as including an 
underpinning meta-story of existential struggle.  In part this arose from taking on a 
new role managing a team whose work they had little prior experience of.  Oakley 
suggests an implied discourse of expertise which should inform the team leader role: 
“I’m still trying to find my feet in there and because I’m still learning on the job I 
don’t always have the right answers”, and staff may still go to the person who 
previously managed them.  Oakley counters (section 7.2.3) discourses of expertise 
with discourses of managerial skills and particularly managerial learning and 
development.  They present their acceptance of the new role as taking on “a new 
challenge” rather than sticking to what they were familiar with, and further draw on 
their willingness to take advantage of studying for a management qualification 
through the organisation’s talent management programme.  Oakley suggests that not 
all managers are willing or able to undertake academic study – “people have 
different learning styles, don’t they, and they don’t always want to do the academic 
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side” – but that academic study has added to their capabilities and demonstrates their
willingness to improve: “Having the qualifications does help.  I know experience is 
important as well but I think if you’ve got the balance it does help.”  Oakley’s 
construction of themselves as a manager in the service of the organisation may also 
have been partially driven by their experience of the restructure and of finding that 
staff perceived team leaders as managers, despite their close working and supportive 
relationship: “They see us – although we’re team leaders, they see us as 
management...that was quite difficult because you think you’ve built up a trust with 
people, over the period you’ve worked with them.”  For Oakley, organisational 
discourses of management capabilities and manager learning provide an important 
resource to enable them to construct a developing managerial identity.
The seventh way: The visionary
The final ‘way of being a manager’ characterises what might be thought of as a 
particular form of the ‘integrator’ position.  The interview texts of Chapman and 
Taylor both display strong identification with the organisation and roles as its 
representatives, and both describe actively seeking to transform their service area; 
but what distinguishes the stories and texts of Chapman and Taylor from other 
‘integrator’ positions is the extent to which they draw on and describe implementing 
their own visions and values. That is, they are presenting themselves not only as 
representatives of the organisation in their service areas, but as seeking to influence 
and transform the organisation itself.
Chapman is more overt in constructing themselves as a manager bringing their own 
vision.  Their story of transforming their poorly performing service area begins with 
Chapman’s appointment and the organisation’s recognition that they have expertise 
which the organisation lacks: “they wanted someone who had the [business] 
mentality that they could bring to it”.  In recognition of their expertise Chapman was 
told that they were being given a “blank canvas” and that they would be fully 
supported in whatever they wanted to do: “[the CEO] spoke to me directly and he 
said it doesn’t matter how much it costs.  You tell me what we need to make it work,
and we’ll make it work.”  However, Chapman’s story is interpreted as an initiated, 
rather than a dispatched quest because Chapman claims a personal drive and vision 
throughout.  They joined the organisation specifically because they were looking for 
a new challenge; and it is their own vision of promoting success and supporting staff 
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development which results in transforming service performance.  Chapman takes 
personal responsibility for service outcomes: “I try and tell my team that they’re 
representing me, so if they make a mistake I make a mistake” and takes a personal 
interest in the progress of staff members. Moreover, their approach to creating a 
culture of high performance, high commitment and investment in staff has also been 
taken up by the whole organisation:
The more I’ve sold it, the more I’ve said it, the better it makes sense really... 
[senior managers] just jumped on board....I’ve always thought that’s the best
way to do things, and that’s what I’ve just instilled in the business...I’ve 
brought that in myself, in my vision, ’cause I think that’s the best thing to do. 
– Chapman, service manager
Taylor’s story of service transformation is less dramatic, but also constructs Taylor 
as acting to fulfil and implement their own vision.  Taylor’s story has been 
interpreted as a ‘battle’ against the inadvertent effects of organisational actions 
affecting Taylor’s staff, and a significant element of Taylor’s response is to re-frame 
the meaning and work of the service and the team.  They re-frame the team’s 
feelings of being given any “additional work” that was not the specific responsibility
of other teams as being a reflection of the team’s central role in providing a holistic 
service to customers: “it wasn’t so much that it was additional work, it was work 
that...we should have been doing anyway...we do need to put our arms around the 
customer, and we have to do more than we’ve done before.”  But they also challenge
the ways in which the team is measured and re-inscribe the meaning of success.  
Performance indicators – which are in Panorama – do not necessarily reflect the 
work done by the team or the real value of an outcome, both for customers and for 
the organisation: although a performance indicator may not have been met “it’s a 
success in the respect that we’ve met something that we couldn’t meet...so as a result
of the staff’s – the way they operate and work, and the sort of commitment to sort of 
get the [outcome], it’s a success.”  Taylor also chose their story as representing their 
perspective which is wider than just a concern with performance:
I mean it would be easy for me to say that I’ve come here and [performance 
was poor] and seen that as a priority, I’ve got that down, you know, as far as
I’m concerned it is all on [target for] PIs.  And what I was trying to look at 
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was, sort of, a wider perspective rather than it being just about performance,
about the benefits of understanding how the dynamics of the team, the 
situation the team were in, how they, how people were feeling, how 
individual emotions were, I suppose, within the team. – Taylor, service 
manager
Taylor’s story therefore encompasses helping to gain more recognition for the team’s
work, and focusing on creating individual relationships with team members in order 
to change behaviours, including encouraging better behaviours at team meetings; 
offering personal meetings with team members and not publically criticising them; 
admitting when they make a mistake; and helping team members to develop personal
development plans.  Although organisational discourses of staff involvement and 
engagement have been identified (section 6.2.2) Taylor’s story constructs them as 
deliberately proposing and enacting an alternative and complementary perspective to
mere focus on performance indicators: not to challenge the organisation’s concern 
with performance and success, but to interpret its true meaning.
7.3.3 Summary – medial manager organisational positioning
This section has presented analysis of the twenty one Panorama manager interviews 
within the framework of the research conceptualisation of medial manager identity 
(section 3.5).  The analysis suggests that the research conceptualisation is robust and 
reflective of medial manager experience.  The analysis has demonstrated both the 
wide range of ways in which medial managers may make sense of their 
organisational position and role in their interview talk about themselves, identifying 
seven distinct ‘ways of being a manager’, and that these different ways may be 
conceptualised in terms of manager responses to different possible subject positions 
and identifications of being a manager in the service of the organisation, being a 
practitioner or being a member of a team or service area.  The analysis has also 
demonstrated how such positions are also informed by and reflected in the stories 
told by medial managers and the identity work undertaken through them: the 
narrative plots and roles, and the social worlds that these stories are derived from and
trace a path through.  The method of story elicitation was deliberately chosen to 
enable managers to present themselves, their organisational role and the meaning of 
their position in very personal ways which were not prematurely framed by the 
research conceptualisation of medial manager identity (Fielding & Thomas, 2008; 
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Flick, 2009; Sveningsson & Alvesson, 2003).  The elicited stories therefore provide 
an important form of triangulation (Stake, 1995) and a test of coherence (Kvale & 
Brinkmann, 2009) in supporting the utility of the research conceptualisation of 
medial manager identity and its contribution to our repertoire of social constructions 
and cognitive structures (Donmoyer, 2000).  
The range of personal interpretations of the medial manager position is particularly 
notable given Panorama’s very evident efforts to ‘engineer’ (C. Casey, 1995) a 
particular type of manager who actively owns and promotes Panorama objectives 
and decisions.  Neither do manager positions appear to be particularly determined by
hierarchy: team leaders are represented in six out of seven ‘ways’ and service 
managers are represented in five.  The findings not only reinforce the importance of 
not treating managers as homogenous groups (Currie & Proctor, 2005; Kilroy & 
Dundon, 2015; Musson & Duberley, 2007; R. Thomas & Linstead, 2002) but further 
highlight the ambiguous, fragile and contested nature of the manager position (e.g. 
Clarke, et al., 2009; Currie & Proctor, 2005; Harding, et al., 2014; McConville & 
Holden, 1999; Sims, 2003; Watson, 1997).  In their interview talk managers 
recognised multiple possible subject positions of being a manager, being a 
practitioner and being a member of a team or service (section 7.2.1) and responded 
to different possible subject positions and discourses in highly individual ways 
(sections 7.2.3, 7.2.4).  The findings therefore support the research conceptualisation 
of the medial manager as describing the state of being ‘in-between’ competing 
demands, and which requires extensive identity work to make individual sense of the
medial manager position.  The research conceptualisation of medial manager identity
provides a means of helping to frame and interpret these individual responses to the 
multiple subject positions impinging on the medial manager role.  
7.4 Summary
This chapter has presented the third stage of analytical process.  Whereas chapter 6 
analysed medial manager stories as self-presentations and attended to the ways in 
which managers privilege different managerial functions, tasks and relationships 
when presenting themselves and the meaning of their organisational role, chapter 7 
has started to analyse medial manager interview texts in the context of their 
organisational position as medial managers ‘in-between’ competing organisational 
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interests and subject positions.  Three phases of analysis have been presented.  First, 
thematic analysis across the manager interview texts has identified possible subject 
positions as being a manager representing the organisation, a team member 
representing staff or a service area, and a practitioner representing the needs of 
customers or the demands of a profession; but thematic analysis has also revealed the
wide and nuanced range of interpretations of such subject positions between 
managers.  Second, the chapter has identified a typology of tactics undertaken by 
managers in order to negotiate and manage multiple subject positions, and to manage
contested subject positions or discourses.  Third, analysis and interpretation of the 
medial manager texts as responses to multiple possible subject positions has been 
presented and seven different interpretations of the medial manager position and 
organisational role distinguished.  By presenting detailed examples of each of these 
seven interpretations of the medial manager position, which reflect the research 
conceptualisation of medial manager identity, the chapter has started to demonstrate 
not only the extent of agency afforded to medial managers by multiple possible 
subject positions to make individual responses to such positions, but how the 
processes of identity work revealed through narrative and paradigmatic analysis, and 
the typology of strategies to manage multiple and contested subject positions inform 
and support such positionings.  The chapter has therefore addressed research 
objective 4: To understand the extent to which managers recognise their 
organisational role as being 'in-between' and subject to multiple discursive claims; 
and started to answer research objective 5: To understand the ways in which 
managers respond to multiple subject positions, and the interplay between personal 
understandings and the discursive context in which they work.
The chapter has therefore found empirical support for the research proposal that the 
research conceptualisation of medial manager identity serves as a valid and useful 
“picture[ ] of the surface of an ocean wave” (Ashforth, et al., 2008, p. 341).  In the 
next chapter the findings of chapters 6 and 7 are further discussed and analysed in 
order to further uncover and examine the processes of identity work involved in 
constructing such different interpretations of the medial manager organisational 
position and the affording and constraining factors at work in such identity work: 
that is, the “undercurrents” that form the surface wave of medial manager identity.
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Chapter eight – The identity work of 
medial managers
8.1 Introduction
This chapter presents the final stage of the analytical process set out in section 5.4.3. 
In this stage the medial manager positionings identified in chapter 7 are further 
analysed in the context of their stories, their construction of a personal social world 
and their responses to discursive subject positions in order to identify key factors 
which afford or constrain different organisational positionings (figure 20).  This 
chapter therefore addresses research objective 5: To understand the ways in which 
managers respond to multiple subject positions, and the interplay between personal 
understandings and the discursive context in which they work.  In doing so the 
chapter also begins to identify and discuss the theoretical and practical contributions 
of the research: for understanding identity, for understanding managers and, 
potentially, for organisational practice.  In particular it demonstrates how the 
research findings are able to address not only the ‘picture of the surface wave’ of 
medial manager identity but the ‘undercurrents’ of processes which form the surface 
wave (Ashforth, et al., 2008).
Figure 20 – Position of affordances and constraints within the analytical process
The chapter proceeds in three sections.  First, the findings presented in chapters 6 
and 7 are briefly reviewed, with preliminary implications and conclusions 
highlighted.  This analysis forms the basis for the development of two theoretical 
contributions.  The narrative conceptualisation of identity presented in chapter 2 is 
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further refined in order to distinguish three distinct but inter-dependent phases of 
identity work.  The analysis of chapters 6 and 7 also forms the basis for the final 
stage of analysis in which the data and findings are further analysed in order to 
identity key factors which may afford or constrain medial manager identity.  The 
section concludes by presenting an original and integrative model of medial manager
identity which maps out the key processes, affordances and constraints of medial 
manager identity work within the organisational context.  In the second section the 
chapter further discusses the presented model of medial manager identity work by 
using it to further analyse and interpret the different organisational positions and 
‘ways of being a manager’ described by medial managers at Panorama Housing 
(section 7.3).  That is, the chapter demonstrates how the integrative model of medial 
manager identity helps to describe and interpret the processes of identity work (the 
undercurrents) which form different medial manager responses to their 
organisational position ‘in-between’ (the surface wave).  Thirdly the chapter 
discusses some of the practical implications for organisations of the research 
findings, and argues that they make a number of potential contributions to 
organisational practice as means of better understanding the role of medial managers.
8.2 Conceptualising the identity work of medial managers
This section presents the development of a model of medial manager identity work.  
First, the section briefly reviews the key findings of chapters 6 and 7 and proceeds to
build on these findings in order to develop our understanding of identity by 
proposing three inter-dependent but distinct phases of narrative identity work.  
Second, the section presents a meta-analysis of the findings so far presented, in order
to identify the key affordances and constraints at play in medial manager identity 
work.  Finally the section presents an original and integrative model of medial 
manager identity work.
8.2.1 Developing narrative identity and narrative identity work
Chapter 2 set out a narrative conceptualisation of identity which integrates Alvesson 
and Willmott’s (2002) model of identity as the interaction and interplay through 
identity work between the individual (self-identity) and their social context (identity 
regulation), with a Levi-Straussian (1963, 1983) concept of mythical thought in 
which myths – narratives, including self-narratives – are understood as surface-level 
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stories derived from “deep structures” based on a limited set of oppositions, and 
through which oppositions a narrative traces an intervening path.  This is 
summarised in figure 1, repeated below.  
 
Narrative Self-Identity 
Identity Regulation – multiple discursive practices 
Identity Work 
Figure 1 – A narrative conceptualisation of identity (repeated from section 2.6)
Self-identity is understood more explicitly as narrative self-identity and is expressed 
as an arrow in order to reflect the ways in which narrative provides an account of the
individual’s life in terms of unity and purpose over time (Gergen, 2001; McAdams, 
1985; Ricoeur, 1992; Watson, 2009) which links the individual’s past, present and 
future (Mallett & Wapshott, 2012; Sims, 2005b, 2008).  Identity work is similarly 
expressed as a dotted arrow enveloping narrative self-identity, to express the ongoing
work of continually “forming, repairing, maintaining, strengthening or revising”
(Alvesson & Willmott, 2002, p. 262) narrative self-identity in the context of identity 
regulation.  This identity work may apply to past understandings of narrative self-
identity as well as the present and the future.  Identity regulation is expressed as the 
multiplicity of discursive practices impinging upon narrative self-identity over time 
and space.  Drawing on Levi-Straussian mythical thought, identity work is 
specifically conceptualised as the ways in which an individual responds to, and 
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establishes a position within multiple discursive practices of identity regulation 
through telling stories about the self and others, which both selectively construct a 
particular social landscape, and positions the self within that social landscape.
The collection and analysis of data has drawn on this conceptualisation of identity.  
By eliciting stories from managers about themselves and their organisational roles, 
and by analysing these stories syntagmatically as narratives and paradigmatically, 
the research has demonstrated how manager stories both construct particular and 
selective versions of their organisational world and other actors, and construct a 
meaningful position within that organisational world (chapter 6).  Narrative analysis 
has revealed a wide range of forms of identity work undertaken through storytelling. 
The choice of story subject itself selects and privileges certain manager functions 
over possible others (section 6.3.1).  Different plots construct the manager in 
different ways, as successful achievers or strugglers for recognition, as loyal servants
or experienced and capable agents, or as defenders and protectors of others (section 
6.3.2).   The roles that managers adopt and the roles that managers ascribe to others 
reveal some of the ways in which managers understand and make sense of their 
organisational role, and the meaning and significance of their relations with other 
organisational actors (section 6.3.3).  Finally paradigmatic analysis has revealed how
managers construct the organisation along vertical, horizontal, internal or external 
tensions, and how these different constructs suggest some of the different actors and 
relationships which are foregrounded in different social worlds, and which imply 
different positions from which managers might construct self-identities (section 
6.4.1).  Section 6.4.2 further demonstrated how the stories told by medial managers 
both construct the manager’s personal social world and establish an individual 
intervening path through selected oppositions which form that social world.  
Whereas chapter 6 highlights the nature of identity work in constructing a personal 
interpretation of the manager’s organisational role, chapter 7 attends to the nature of 
the discursive context in which medial managers at Panorama work: that is the 
nature of identity regulation.  Analysis of all twenty one manager interview texts 
found three generalised subject positions recognised within the texts, albeit with 
some significant variety of meaning within each position: as a manager in the service
of the organisation, as a practitioner and as a member of the manager’s team or 
service area; and all manager texts recognised at least two different subject positions 
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(section 7.2.1).  Sections 7.2.3 and 7.2.4 identified the range of ways in which 
managers accepted, contested, rejected or re-worked different subject positions and 
discourses, and identified a typology of tactics for managing multiple subject 
positions (categorised as intersection, dominance, compartmentalisation and merger 
(adapting Roccas and Brewer (2002)) and a further set of tactics for managing 
contested subject positions (categorised as distancing, countering, engagement and 
submission).  
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Figure 21 – Three phases of identity work
A Levi-Straussian (1963, 1983) conceptualisation of identity highlights the complex 
interplay between the self and the social.  Identity work is not simply the process of 
negotiation between two dynamic influences, identity regulation and self-identity, 
but the processes by which the individual self selectively constructs a social world in
which they then position themselves – drawing on available materials and 
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constructing a world and a position which is recognisable and credible to others
(Ashforth, et al., 2008; Cunliffe & Coupland, 2012; Ibarra & Barbulescu, 2010; 
Reedy, 2009; Sims, 2005a, 2005b).  Drawing on a Levi-Straussian mythical 
conceptualisation of narrative identity work, and the analysis of empirical data 
summarised so far from chapters 6 and 7, a model of identity work is developed 
(figure 21 above) which interprets the complex interplay of ways in which managers 
construct themselves as three distinct but inter-dependent phases of identity work.
The model remains founded upon the concept of identity work as the continual 
dynamic in which (narrative) self-identity is formed, repaired, maintained, 
strengthened or revised (Alvesson & Willmott, 2002) in response to discursive social
practices.  It distinguishes three phases of this dynamic between self-identity and 
identity regulation which are distinct, but inter-dependent and not causally or 
sequentially related.  The phase ‘responding to discursive practices’ reflects the 
nature of identity regulation in a given context: the ways and extent to which it 
impinges upon the individual self and the ways and extent to which the individual is 
able and willing to respond to such discursive social practices.  ‘Constructing a 
social world’ characterises the ways in which individuals select particular discourses 
in order to construct a personal social world.  The nature of this social world is 
prescribed by the available discursive resources and the ways and extent to which the
individual is able to respond to them; but the construction of a social world also 
selects and foregrounds particular discourses and tactics in response.  ‘Positioning 
the self’ reflects the ways in which individuals position themselves within a social 
world through narrative.  A social world provides a context and landscape within 
which a narrative may take place and delineates the significant features through 
which a narrative must trace a particular path; but a particular narrative also gives 
meaning to the social landscape, for example whether, in the case of an 
organisational landscape based on vertical tensions between staff and organisational 
interests, those interests are potentially reconcilable or must be negotiated, kept apart
or maintained through taking one side over another.  The nature of narrative self-
identity and the ways in which the individual can position themselves through 
narrative is also informed and prescribed by the availability and nature of discursive 
practices; but narrative self-identity, narrative plot and narrative role also prompts 
and encourages particular responsive tactics to discursive practices and subject 
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positions, by providing an available story, or framework, with which to make sense 
of those subject positions and discursive claims.
Understanding identity work in terms of three distinct and inter-dependent phases is 
an important step towards uncovering the “undercurrents” of identity work, by 
providing a framework for identifying and analysing different processes.  However, 
it does not in itself explain how or why managers construct different workplace 
identities, and different responses to the position of the medial manager ‘in-between, 
as described by the research conceptualisation of medial manager identity.  The next 
section therefore presents an analysis of the key factors which may afford and 
constrain the three phases of identity work, and which further interpret the ways in 
which medial managers construct workplace identities. 
8.2.2 Key affordances and constraints of medial manager identity work
The research conceptualisation of medial manager identity (section 3.5) proposes 
that managers are subject to potentially competing subject positions and 
identifications, and that such multiple identifications and potentially competing 
organisational interests afford medial managers a degree of agency to make 
individual responses and interpretations of their position.  Analysis presented so far 
has supported this conceptualisation of medial manager identity.  Section 7.2.1 found
that three particular possible subject positions were recognised by Panorama 
managers within their interview texts: to be a manager in the service of the 
organisation, to be a practitioner in the service of operational delivery, and/or to be a 
member and representative of the staff team they manage.  Sections 7.2.3 and 7.2.4 
identified a range of different tactics used by managers within their texts to respond 
to and to interpret multiple and/or contested subject positions.  Section 7.3 further 
analysed the manager interview texts in terms of their different responses to possible 
identifications and subject positions and their self-presentations through elicited 
stories, and identified seven distinct responses to the medial manager’s 
organisational position, characterised as ‘ways of being a manager’.  The final stage 
of analysis therefore involves reviewing and closely reading the manager texts and 
previous coding in order to identity key factors which may afford, or constrain 
managers’ responses to multiple and competing identity claims (as set out in chapter 
5.4.3).  These factors were found to cluster around three key themes: perceptions of
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Figure 22 – Factors affording and constraining medial manager identity work
the organisation, perceptions of staff and perceptions of the self.  A summary of this 
analysis is presented in figure 22.
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Perceptions of the organisation
Three aspects of organisational perceptions are identified.  The first is the nature of 
organisational discourse.  Sections 6.2.1 and 6.2.2 set out the particular 
organisational and discursive context of Panorama Housing.  Soon after its formation
the chief executive and senior managers embarked on a programme of cultural 
change with the purpose of establishing a strong organisational identity which also 
differentiated Panorama from its former local authority housing origins.  Analysis of 
the organisational discursive context identified a strong and relatively coherent 
organisational identity: as a business, characterised by discourses of commercial 
growth and competition, customers, financial responsibility and managers who are 
professionally competent and can exercise leadership; as ‘being the best’, 
characterised by discourses of continuous improvement, performance and success; 
and with a ‘shared moral purpose’, characterised by discourses of social 
responsibility and staff engagement and involvement.  These discourses were not 
only found to infuse the organisational documents, artefacts and observed talk and 
action, but were also prominent in the majority of medial manager interview texts.  
The relative strength and consistency of these discourses within the organisation 
therefore makes them powerful manufacturers of subjectivity (Alvesson & Willmott,
2002) which seek to construct and position managers in certain ways by targeting the
self (C. Casey, 1995; Costas & Fleming, 2009).  However, managers are not wholly 
subject to organisational discourse or passive ‘cultural dupes’ (Garfinkel, 1967): the 
ways in which managers use and respond to organisational discourses also depends 
on their attractiveness, and on the extent of ambiguous discursive spaces (Alexiadou,
2001; Clarke, et al., 2009; Halford & Leonard, 2006) within which managers are 
able to re-work their own meanings.  For example, as noted in section 7.2.1, Dawson
and Long draw on discourses of staff involvement and engagement as a means of 
answering organisational expectations that they should actively manage and drive up
staff performance, by focusing on being supportive to staff, finding out possible 
reasons for poor performance and inviting them to propose solutions.  The strength 
and accessibility of a particular discourse can therefore also be used to override a 
less attractive one.
A second aspect of organisational perceptions is the nature of the manager’s 
relationship with their own line manager.  For some Panorama managers their own 
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line manager formed an important role in their own story – as father, donor or helper 
– and in their construction of a managerial identity.  Line managers may act as 
mentors and induce strong personal loyalties.   Both Reed and Woods spoke of 
seeking to fulfil the expectations that their manager has of them: “[They’d] put 
[their] faith in me giving me the job, because when [they] give me the job I thanked 
[them], obviously, and I said I won’t let you down.  And I wouldn’t let [them] down”
(Woods, team leader).  Line managers may also serve as role models (Fleming, 
Long, Newton, Oakley) – “[their] management has probably made me a better 
manager myself” (Fleming, service manager) – as representing the ethos of the 
service (Oakley, Potter) – “[they are] a people person, [they’ve] got the right 
balance, [they’re] very committed to the business, makes sure that all the targets are 
met and everything” (Oakley, team leader) – or as sources of support and back-up 
(Irwin) and guidance (Goddard).  
Finally organisational perceptions include the perceived attractiveness of a 
managerial identification.  For several managers (Abbott, Chapman, Everett, 
Fleming, Goddard, Potter, Taylor) their role as managers in the service of the 
organisation, driving change and achieving organisational objectives, forms a 
significant role in their self-presented stories and organisational positioning.  For 
example, Everett explains how their personal values and desires fit with the 
organisational expectations of them:
I suppose my ethics are about valuing people, very strong work ethic, you 
know, very much about giving a hundred percent, and I guess I expect that in
others which might mean I’m driven and I drive people.  Yeah, it’s very much
about –  I want to give a hundred percent, the company works that way so I 
fit in terms of, in that sense...I love transformation, I love, I suppose, working
with people to make things improve or them improve, certainly here, I get the
chance to do that on a regular basis. – Everett, operations director
For managers such as Oakley and Reed, a managerial identity appears to offer a new 
and attractive role meaning, particularly as an alternative to identities based on 
experience and expertise which have become more problematic.  However, for other 
managers an organisational managerial identification appears either less significant 
than other identities such as being a practitioner, or is even constructed as an anti-
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position.  Miller and Varley, for example, contrast themselves with more senior 
managers who act unethically or without fully understanding the facts, while Kendall
describes being uncomfortable with certain aspects of management such as selling 
unpopular decisions or persuading staff to undertake new tasks, and states that they 
have no ambition to take on more managerial responsibilities: 
I kind of just go with the flow, whatever the business needed... I kind of fit in 
with that.  I’m not particularly bothered about progressing...to the level 
where my manager is.  That doesn’t wildly interest me, I’m happy to stay 
where I am until I’m not needed, and then if I’m needed to go and do 
something else I’m perfectly happy to kind of go and do that. – Kendall, team
leader
Perceptions of staff and practice
Perceptions of staff and practice also include a number of aspects.  The first is the 
nature of the relationship with the staff team.  One significant factor is whether the 
manager joined the team as a manager or was promoted internally: for example the 
stories of Goddard and Potter were about their promotions and explicitly included 
the need to re-negotiate their relationships with the team which informed their 
workplace self-identities.  Another factor is the degree to which the manager shares 
professional and personal values and experience with the team: for example Bailey, 
Dawson and Jennings particularly drew on a shared identity with their team through 
shared values.  A further factor is the importance for the manager of maintaining 
good relationships with their team.  Woods emphasises the importance of retaining 
social capital in order to be able to call in favours, which means minimising any 
occasions of refusing staff requests; while the texts of Dawson, Kendall and Long all
suggest that they seek to avoid any active challenges or confrontations with their 
team.  
A related aspect is the manager’s perceptions of staff demands of them, and the 
extent to which they are able, or wish to fulfil those demands.  For example, Varley 
not only describes recognising and seeking out staff concerns but accepting a 
primary role in raising and resolving concerns on behalf of staff.  In contrast, Oakley
recognises a staff expectation that a team leader should have expertise in their 
service area, but chooses instead to construct an alternative managerial identity.  
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A third dimension of perceptions of staff and practice is the attractiveness of 
alternative identities to that of a manager in the service of the organisation.  A 
number of managers drew on discourses of practice or expertise to construct an 
organisational role: for example as one with expert knowledge of customer needs or 
service delivery (Bailey, Dawson, Long, Miller, Newton); as one with special 
knowledge that the organisation needs to learn from (Hancock, Jennings); as one 
with unique skills which are at the service of the organisation (Kendall); or as one 
who acts as the representative of the team and the service area and advises ignorant 
managers of the impact of their decisions (Varley).  
Perceptions of self
Perceptions of the self characterise factors which relate to the individual themselves: 
that is, the personal experiences, meanings and self-identities that they bring to their 
organisational position and role.  Notwithstanding the obvious point that individual 
managers have individual personalities and operate in specific contexts, analysis of 
the Panorama manager texts has identified some particular common factors.  A 
number of managers explicitly drew on their previous experience before becoming a 
manager to inform their practice as a manager and their understanding of the 
meaning of a managerial role: for example having professional knowledge and 
experience (Bailey, Chapman, Dawson, Jennings, Newton); having experience of 
working in the roles they now support others to do (Goddard, Hancock); and 
experience of working in other organisations (Miller, Potter, Shaw).  Similarly, a 
number of managers referred to and drew on personal values which they brought 
with them, rather than learning them from the organisation.  As Bailey puts it: 
Part of what I’ve always been about is, you know, supporting people to try 
and make those positive changes.  And it just hasn’t been here, it’s been what
I’ve always done, I believe in what we try and achieve – Bailey, service 
manager
Such personal values which are important to manager understanding of their 
organisational role include supporting and understanding vulnerable customers 
(Bailey, Dawson, Newton), being focused on people’s needs (Potter), being socially 
responsible (Jennings, Reed) being successful (Chapman) or being useful (Kendall). 
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A further personal aspect which emerges strongly from the data is the wish for many 
managers to differentiate themselves.  Managers sought to differentiate themselves 
in a number of ways, beginning with a majority of managers explaining how their 
service area was unique within the organisation or different to others in terms of the 
challenges it faces, with several suggesting that the importance of their service area 
was not fully recognised by the organisation.  (It was interesting to note how, in 
more than one case, one manager’s service area which they claimed to be less valued
by the organisation was cited by another manager as one which was highly valued – 
as opposed to that manager’s own.)  As previously noted, for some managers 
(Abbott, Jennings, Taylor) their story – and their organisational positioning and 
identity – drew directly on the theme of gaining greater recognition for their team or 
service.  Managers also sought to differentiate themselves in other ways.  In 
particular a number of team leaders explicitly sought to contrast themselves to both 
their staff and their own line manager.  For example, Goddard and Irwin displayed 
intersection tactics to construct a position which uniquely draws on elements of staff 
expertise and organisational commitment to improvements and constructs them as 
different to either; Potter described a merger tactic by integrating their concern for 
their team as a former team member with a concern for the wider organisational 
perspective as a manager; Kendall drew on organisational hierarchy to differentiate 
levels of responsibility between their staff, themselves and their manager; and 
Oakley reflected on their role which left them working closely with their team and 
not involved in senior management decisions, but nevertheless being seen as more 
separate and distant by their team: “although we’re team leaders, they see us as 
management... that was quite difficult because you think you’ve built up a trust with 
people, over the period you’ve worked with them.”  Other team leaders, Miller and 
Varley, actively differentiated themselves from more senior managers through their 
expert knowledge, ethical practices (Miller) and willingness to make decisions 
(Varley).  Finally, the related need for recognition formed an important part of many 
manager texts.  Some managers sought recognition of their skills and experience 
through salary (Hancock, Miller) or being given additional resources (Jennings) and 
others sought recognition that they fulfilled organisational expectations of being a 
manager (Fleming, Irwin, Oakley, Reed, Woods).  Recognition might be gained from
a line manager or senior managers (Fleming, Reed, Woods) or from the manager’s 
own reflexive recognition of their skills (Oakley).  Recognition may be sought in 
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vain (Irwin); but lack of recognition may also form an important part of a manager’s 
self-construction.  Both Miller and Varley present themselves as being unrecognised 
by more senior managers who lack their own expert insight, and such lack of 
recognition supports rather than undermines their construction of themselves.    
8.2.3 An integrative model of medial manager identity
This research set out to uncover the processes of identity work undertaken by 
managers in a UK Housing Association, and specifically to understand processes of 
identity work in the context of the manager’s position ‘in-between’ those whom they
manage and the organisation to whom they are responsible.  Having revealed the rich
diversity of manager identities and identity work through story elicitation and 
narrative and paradigmatic analysis (chapter 6); having demonstrated how such 
identities reflect and are informed by a conceptualisation of medial managers 
positioned between organisational, staff and practice demands (chapter 7); having 
developed a narrative model of identity and uncovered three interdependent facets of
identity work (section 8.2.1); and having analysed factors which afford or constrain 
such identity work (section 8.2.2), it is now possible to answer the research question 
in two ways.  First: to propose an integrative model of Panorama medial manager 
identity which addresses the ‘undercurrents’ of processes of identity work; and 
second: to start to explain how and why Panorama medial managers construct 
different workplace identities in response to their organisational position ‘in-
between’.
Section 3.5 proposed a research conceptualisation of medial manager identity in 
terms of the medial manager being ‘in-between’ and subject to multiple possible 
subject positions and identifications, and therefore with some degree of agency to 
make individual and differing interpretations of their organisational position and 
role.  By identifying and characterising seven different ‘ways of being a manager’ 
(section 7.3.2) the research has provided  a ‘surface picture of the wave’ (Ashforth, 
et al., 2008) of how medial managers at Panorama made different sense of their 
organisational position and described different responses to multiple and different 
subject positions in their interview talk.  Figure 23 now presents an integrative model
of medial manager identity, or the ‘undercurrents’ which form the surface wave.  
The ‘engine’ of the model remains Alvesson and Willmott’s (2002) notion of 
identity as the continual dynamic between self-identity, identity regulation and 
232
identity work.  Self-identity is the self as reflexively understood at any point in time, 
and is sustained within a context of discursive practices and through identity work.  
However, the model further expresses a narrative understanding of identity, in which
self-identity is understood as narrative self which provides a sense of unity and 
purpose over time (Gergen, 2001; McAdams, 1985; Ricoeur, 1992; Watson, 2009), 
and identity work is the process of “forming, repairing, maintaining, strengthening or
revising” (Alvesson & Willmott, 2002, p. 262) a narrative self over time, making 
sense of the past, present and future (Mallett & Wapshott, 2012; Sims, 2005b, 2008) 
by positioning the self in response to selected discursive practices (Alvesson & 
Willmott, 2002; Levi-Strauss, 1963, 1983).  That is, the model incorporates the 
narrative conceptualisation of identity expressed in figure 1 (section 2.6, repeated in 
section 8.2.1).
The model further draws on the conceptualisation of the medial manager as 
operating in a position ‘in-between’ organisational demands to deliver organisational
objectives, and demands of staff and operational practice.  In line with a Levi-
Straussian (1963, 1983) understanding of mythical thought, the model reflects a 
specific organisational context in which discursive practices are categorised as 
organisational (‘top-down’) and staff or practice (‘bottom-up’).  (Practice is placed 
with staff for a number of reasons.  Managers who described a strong identification 
as practitioners typically also described close identifications with staff, or at least a 
concern not to jeopardise relationships with their team; and analysis of Panorama 
managers to subject positions of being a practitioner suggested that such subject 
positions arise from either previous positions as a staff member (with a greater direct
practice role) or the expectations of staff to be an expert they could reply on.  
However, it should also be recognised that practice may also be a factor which 
informs the individual’s personal history and role meaning, that it, individual 
mediating factors.) It was proposed that these discursive practices represented 
potentially competing demands which medial managers need to negotiate, and the 
analysis of Panorama manager stories and texts has supported this conceptualisation. 
A model of medial manager identity therefore conceptualises the identity work of 
“forming, repairing, maintaining, strengthening or revising” (Alvesson & Willmott, 
2002, p. 262) a narrative self within the particular organisational context of these 
competing discursive practices to which medial managers are subject.  
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Figure 23 – An integrative model of medial manager identity
Building on a Levi-Straussian (1963, 1983) concept of mythical thought, in which 
self-narrative is understood as both selectively constructing a social world and 
tracing a path through that social world, analysis of Panorama manager stories and 
texts have identified and demonstrated three interdependent but distinct processes of 
identity work (section 8.2.2).  Managers selectively recognised and responded to 
competing demands and possible identifications: to be a manager in the service of 
the organisation; to be a practitioner; and to be a member of the team or service area.
Managers interpreted their organisational world by selectively constructing it across 
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vertical, horizontal, internal or external dimensions; and managers constructed 
personal positions within such constructed organisations and with the possible 
subject positions available to them.  Understanding identity work as these three 
distinct, but interdependent, processes both reveals and helps to interpret the diverse 
workplace identities that managers construct and the diverse ways in which they 
construct such identities.
Finally the model proposes that these three processes of identity work are mediated 
by a number of factors which may serve to afford and/or constrain medial manager 
identity work.  These are categorised as factors relating to perceptions of the 
organisation, perceptions of staff and practice, and perceptions of self.   A number of
key points should be noted about these factors.  First of all, each factor itself is 
neither necessarily an affordance nor a constraint, but may act as either.  Second, it is
proposed that most, if not all factors will mediate the identity work of medial 
managers to a greater or lesser degree.  Third, mediating factors should be 
interpreted within the context of the continual dynamic between narrative self-
identity, identify regulation and identity work.   The effects of organisational 
mediating factors are partially determined by the organisational context, for example,
the strength and nature of particular organisational discourses or the nature of a 
particular group of staff.  That is, they are partially determined by the nature of 
particular discursive practices or identity regulation.  However, the effects of such 
organisational mediating factors are also determined by the manager’s narrative self-
identity and the identity work that they are able to undertake: for example the ways 
in which managers accept or seek to re-work or resist particular discourses or exploit
ambiguous spaces are also informed by the manager’s current understanding of 
themselves as a narrative self over time, and the particular forms of identity work 
that they undertake in order to sustain a sense of a consistent narrative self in the 
context of such discourses and their interpretation of their wider discursive context.  
Similarly, the effects of personal mediating factors such as previous experience and 
the extent of need for differentiation or recognition are associated with and partially 
determined by the manager’s narrative self-concept, but also by the particular 
organisational context: for example the extent to which the manager’s own values or 
understanding of their role is reflected by – or perceived to be reflected by – the 
organisation.
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The mediating factors should therefore be understood not as representing or 
determining causality, but as key points of interaction and refraction within the 
dynamic between narrative self-identity, identity regulation and identity work.  The 
purpose of the model is not to predict the effects of particular discursive practices, 
nor to predict particular identities that might be constructed.  Its purpose is to 
provide an interpretive framework which maps out the various processes and factors 
at play within the particular context of the medial manager, and is able to interpret 
the particular identities that medial managers are found to construct.  Moreover, the 
model, and particularly the mediating factors, is a reflection of the particular context 
of social housing and specifically the context of one social landlord, Panorama 
Housing.  Although the model provides an initial framework, future research into 
manager identity in other organisational contexts will further help to refine the 
model: for example, to establish whether these mediating factors remain significant, 
and to what extent, whether these mediating factors can be further elaborated and 
conceptualised, and whether further, distinct mediating factors can be identified.
8.3 ‘In-between’: Interpreting medial manager positioning
The integrative model of medial manager identity (figure 23) is proposed as a model 
of the ‘undercurrents’ of processes which form the ‘surface wave’ of medial manager
responses to their organisational position ‘in-between’ through the research 
conceptualisation of medial manager identity (Ashforth, et al., 2008).  In this section 
the value of the model is demonstrated by applying it to the ‘seven ways to be a 
medial manager’ identified and characterised in section 7.3, and using it to further 
explore and interpret each position.  The research set out to uncover the processes of 
identity work undertaken by managers in a UK Housing Association, and 
specifically to understand processes of identity work in the context of the manager’s 
position ‘in-between’ those whom they manage and the organisation to whom they 
are responsible.  By applying the model to each of the seven ‘ways of being a 
manager’ described by Panorama managers, insight into the particular ways in which
managers constructed differing positions, and possible reasons for those processes, 
can be gained.
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8.3.1 Champions, Practitioners and Practitioner-Managers: challenging the 
organisation
Champions (Varley), Practitioners (Dawson and Kendall) and Practitioner-Managers
(Bailey, Hancock, Jennings and Newton) are all characterised by drawing on 
alternatives to the subject position of being a manager in the service of the 
organisation, either as direct alternatives (Champions and Practitioners) or as a 
means of interpreting a manager subject position (Practitioner-Managers). 
All seven managers demonstrate the significance of staff and practice mediating 
factors for constructing an interpretation of a medial manager position.  They draw 
strongly on their expertise and experience in constructing workplace identities and 
an organisational position.  Of the Practitioner-Managers, Bailey and Newton both 
told stories which constructed them as having expert insight which enables them to 
identify less obvious or hidden customer needs; Jennings told a story based on being 
the one individual, coming from outside the organisation, who understands the 
importance of their service area for the organisation and successfully making its 
case; and Hancock’s story of “getting my manager’s money” is as a result of 
demonstrating their expertise in helping the organisation gain an accreditation.  
Dawson and Kendall, characterised as Practitioners, both construct themselves as 
experienced practitioners possessing valuable skill-sets; and although Varley’s 
primary identification is with their team as their Champion, they nevertheless also 
draw on their experience and expert judgement, both to determine which “battles” to 
take up on behalf of staff and to justify their challenging of senior management 
decisions.  For these managers, their years of experience and training in their 
operational area is also a significant factor in their personal history; and their expert 
practice offers an attractive complementary or even alternative identity as a manager 
in the service of the organisation.  For example, Newton sees an important aspect of 
their manager role as helping their staff to remember the professional values that 
give meaning to their service:
 If you think what the principle means, you think well how can I put that into 
practise, that’s the bit that I like and enjoy because that’s requiring a bit 
more creativity, it’s requiring, not just doing it myself, it’s about selling that 
vision to other staff who work very hard to get through the day-to-day [ ] and
you want it not to be boring and tedious for them, so - you want to try and 
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give them an understanding of the true value of what they do actually...it is 
about keeping it fresh for people. – Newton, team leader
All seven managers also describe significant identification with their staff.  Varley’s 
text gives weight to the needs and concerns of their team, and constructs an 
organisational role around listening to, assessing and acting on such concerns: “I 
tend to try, with the one-to-ones, collate the information as best I can so that I get...a 
strong impression from the team as to...where I’m going to take the fight, ha’ 
(Varley, team leader).  Kendall similarly claims to recognise and respect the needs of
their team and particularly their reluctance to undertake new responsibilities.  Bailey,
Hancock, Jennings and Newton all express strong identification with their teams 
based on the nature of their work and shared values as to its importance: “my team 
believe in what they do, they believe in what outcomes we’re trying to achieve... it is
about helping people as much as we can” (Bailey, service manager); “so there is a 
real kind of camaraderie and we are very much - we are the [service area] and - 
nobody messes with us!” (Jennings, service manager); while Dawson identifies with 
their team’s work and outcomes as their own.    
A number of these managers also demonstrate the role of individual mediating 
factors through constructing positions of difference: Jennings as the one with 
particular knowledge in competition with other, better recognised service areas; 
Hancock similarly as one who has had to struggle to justify the value of their service 
and themselves in order to achieve the organisation’s commitment to being a social 
business; Varley as the one who is in potential conflict with senior managers who 
have power but no knowledge; and Bailey and Newton as ones who manage a 
“slightly different” service (Bailey, service manager) for a particular type of 
customer which the organisation does not fully recognise or understand.  However, 
some differences in the degree and extent of differentiation may be observed.  Varley
and Jennings suggest a strong drive to differentiate: they draw on their expertise to 
contrast themselves with others in the organisation, but they also act to promote their
expert perspectives and seek to enact change, by gaining recognition of their service 
and its needs.  In contrast, Bailey, Hancock and Newton all describe the organisation
as sharing their own values and ethos of customer focus: their difference is being 
able to better fulfil it through expertise and establishes a particular and valuable role 
in and contribution towards the organisation.  For Dawson and Kendall, 
238
differentiation is personal: they fulfil an important position which the organisation 
recognises, but they do not actively seek to challenge organisational decisions, 
activities or values.  This latter contrast is also informed by the extent and ways in 
which managers respond to organisational discourses of management.  Neither 
Dawson nor Kendal draw on such discourses in their texts: Kendall constructs a 
stratified hierarchy in which degrees of responsibility are clearly delineated, with 
their role being to raise issues with their manager but to only act on their manager’s 
instruction; while Dawson draws on alternative discourses of staff involvement and a
shared organisational purpose to overwrite any need for managerial activities.  
Organisational discourses of management are more significant in other manager 
texts: for example, drawing on selected discourses to construct themselves as 
particular kinds of managers who are competent to take decisions (Varley) or to 
manage the resources of a service which will deliver organisational objectives 
(Jennings, Hancock); recognising the organisational importance of performance 
management albeit sometimes seeking to reinscribe it within a practitioner 
framework: “you could turn that on its head and say a PI can only give you the 
information to help you improve” (Bailey, service manager); and seeking to promote
the organisational values to staff and tenants: “It’s about thinking it through with 
people sometimes when we talk about values, you know, what does that mean in real
life” (Newton, team leader).  This suggests that one key mediating factor which 
differentiates between certain interpretations of the medial manager position is the 
accessibility and perceived attractiveness of a managerial identity.
8.3.2 Buffers and Instruments: defending the organisation
Buffers (Fleming, Miller and Woods) and Instruments (Irwin, Long and Reed) both 
reflect a strong identification with the organisation.  A key difference is that a Buffer
interpretation of the medial manager position also includes significant identification 
with staff; but both are characterised by an acceptance of the organisation’s values 
and decision-making and an unwillingness to challenge them.
In contrast to the Champions, Practitioners and Practitioner-Managers discussed 
above, organisational mediating factors feature prominently in these manager texts.  
In particular, all six managers refer to significant and positive relationships with their
own line manager.  For Fleming, Reed and Woods their own managers represent 
mentors who have supported or promoted them and who inspire personal loyalty.   
239
Long willingly models themselves on their line manager’s approach to conducting 
staff one-to-ones; Irwin values the authoritative support offered by their manager, 
and Miller similarly values their manager’s expertise and open management style.  
These managers also drew strongly and positively on organisational discourses such 
as being a business, continuous improvement, customer focus and social 
responsibility in order to demonstrate their commitment to and alignment with 
organisational values: for example, all six managers spoke about valuing working in 
an organisation that was continuously changing and improving: “I think that is part 
of the attraction, for me really, because it’s kept my interest...we are always looking 
to improve and always changing the way we do things and try and improve” (Long, 
team leader).  More widely these managers also described themselves as feeling 
personal commitment towards the organisation because it fitted with their personal 
values: “I’ve made no sort of secret over where I want to be within the organisation.  
I’d like to stay here because I do like it” (Fleming, service manager); “Well-being, 
employee well-being and satisfaction is a massive driver of this organisation... and I 
think that’s a very, a very positive step that this organisation has taken, and that’s 
something that I feel quite proud of” (Miller, team leader).
The key difference between a Buffer and Instrument interpretation of the medial 
manager position is the extent of identification with staff.  The drivers for this 
identification differ for each manager describing a Buffer interpretation: for Fleming 
there was recognition of the damage done to staff morale through the ‘villainy’ of 
former manager actions; Miller’s identification with the challenges their staff face 
informs their self-construction as one who has expert knowledge as a practitioner; 
and Woods, another former practitioner, is also concerned with maintaining social 
capital in order to maintain appropriate staffing levels.  However, while these 
managers recognise staff interests as differing from organisational ones and therefore
as something to be managed, their responses are different to those of Champions, 
Practitioners or Practitioner-Managers in that they do not directly offer any challenge
to organisational interests, either by seeking to oppose organisational decisions 
(Champions), re-inscribe organisational discourses (Practitioner-Managers) or 
through by-passing organisational interests and expectations (Practitioners).  Rather, 
they maintain commitment to organisational interests by keeping concern with staff 
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interests as separate.  In this way they are similar to managers describing an 
Instrument interpretation, who either do not refer to or who downplay staff interests. 
A common factor in the described personal histories of all six managers constructing
Buffer or Instrument interpretations was a recent significant change to their 
workplace role.  For Fleming, Miller, Reed and Woods this was being appointed to 
their first managerial role in the organisation (and for some, their first management 
role) and all four both managers reflected on the need to negotiate and establish a 
particular relationship with their team and the organisation, understanding and 
fulfilling organisational expectations of them, and, for first-time managers, 
establishing a new role which was distinct from being a team member.  Irwin and 
Long had both been in their team leader roles for many years, but both referred to 
recent changes as a result of organisational re-structures and new and increasing 
responsibilities and expectations on them as team leaders within a discourse of 
manager responsibility: “It’s evolved now... the scope of the job’s completely 
different.  Where we were more hands on at the time, we haven’t got time to do the 
hands on bits now” (Irwin, team leader).  All six managers therefore described 
potentially precarious identities which were either new or in transition, and this may 
help to explain their organisational positioning.  Aligning themselves with a strong 
organisation through adopting a managerial identity offers such managers a powerful
resource to make sense of their organisational position, but its precarious or 
provisional nature also means such managers may be reliant on the organisation, and 
particularly their line manager to provide support and direction, and may preclude 
managers from seeking to offer any direct challenge to the organisation and its 
interests.  Instead they manage staff and organisational interests separately, 
maintaining different ‘faces’ to each (the Buffer interpretation) or may rely on the 
organisation’s position to implement decisions.  Irwin relies on their organisational 
authority to implement decisions: “there’s a point where you ask them to do it, you 
expect them to do it”; while Long accepts organisational changes as positive over 
staff and practitioner perspectives, and Reed’s text contains no reference to potential 
organisational tensions.  A Buffer or Instrument interpretation of the medial manager
position may therefore serve as a possible – perhaps even necessary – transition 
process for managers undertaking new roles or responsibilities.  
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8.3.3 Integrators and Visionaries: embodying the organisation
Managers describing an Integrator (Abbott, Everett, Goddard, Oakley, Potter and 
Shaw) or Visionary (Chapman and Taylor) interpretation of the medial manager 
position similarly reflect a strong identification with the organisation.  However, 
whereas Buffer or Instrument interpretations may be characterised as the loyal but 
vicarious instrument of the organisation, the texts of these managers construct them 
as personally embodying the organisation and seeking to create engagement and 
alignment with its interests and values.  
Like the Buffer and Instrument interpretations, organisational mediating factors are 
particularly significant for managers constructing an Integrator or Visionary position.
However, three particular organisational mediating factors may be seen from the 
texts of these Panorama managers as being significant in distinguishing them from a 
Buffer or Instrument interpretation.  The first is the attractiveness of a managerial 
identity over other possible identities.  All the managers describing an Integrator or 
Visionary interpretation also had extensive practitioner experience and expertise, but
while these identities and discourses were not absent from their texts, these managers
also drew on a managerial identity as a positive and distinct identity in itself, and as 
a distinct role and skill set: for example “it’s trying to get the best out of people, 
trying to persuade people...I think the skill is, you try to get the best for the staff, you
try to get the best out of staff” (Oakley, team leader), while other managers talked 
about being able to initiate and change and drive forward improvements: “Something
I enjoy is transformation, not for transformation’s sake obviously, [but] for a known 
benefit, and seeing this from start to finish” (Everett, operations director).  Managers 
reflecting an Integrator or Visionary interpretation are able to construct a managerial 
identity as a clear and positive choice rather than as a new or provisional one.  The 
second and third factors are the accessibility of organisational discourse and 
organisational identification, and the attractiveness of such discourses, which enable 
the manager to actively promote them and seek to engage and align staff with them.  
Whereas managers describing Buffer or Instrument interpretations drew on 
organisational discourses to construct meaning for themselves but made limited or 
no references to referred to promoting them to staff, these managers describe seeking
to make the case to staff rather than simply implementing decisions.  As Potter puts 
it:
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You know, managing, if you’re, say, team manager it can be...very generic, it
can be about like managing data, managing this - but I think leading, when 
you’re talking about people is about taking the people with you, it’s not just 
telling them what you want them to do, it’s them wanting to do it with you. – 
Potter, team leader
A Visionary interpretation of the medial manager position may be seen as a further 
extension of such willingness to engage with others and make a persuasive case, not 
only with staff but with the organisation itself.  Although any interpretation based on
just two texts can only be tentative, individual mediating factors and particularly the 
drive for differentiation may be significant in understanding the difference between 
managers who align themselves and engage fully with the organisation, its vision 
and values, and those who seek to influence and transform the organisation itself.
8.4 ‘In-between’ organisational tensions: Implications for 
organisations
The previous sections have demonstrated how the research makes a number of 
theoretical and methodological contributions to knowledge.  This final section sets 
out the research’s potential value for organisations, by contextualising the findings 
within the “routine activities that characterise much organisational life” (Coupland &
Brown, 2012, p. 2) and by demonstrating how the research has produced “actionable 
knowledge” (Voronov, Wolfram Cox, LeTrent-Jones, & Weir, 2009) for non-
academic practitioners (Ainsworth & Grant, 2012).  The section presents a number 
of potential applications which the research may have for organisational practice: 
providing a means of interpreting manager behaviours as identity work in the context
of the medial manager ‘in-between’; revealing and analysing particular identity 
challenges for managers; and highlighting the potential value of organisational 
plurality and dissensus as revealed through manager experience and identity work.
8.4.1 Interpreting medial manager behaviours as identity work
The first possible application of the research for organisational practice is to develop 
a practical tool for making sense of manager behaviours.  The concept of the medial 
manager has been proposed, which characterises the manager who both manages 
others and is managed themselves, and conceptualises the position in terms of 
identity.  The research proposed two dimensions of medial manager identity: the 
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multiple possible identifications available to the medial manager as a consequence of
their organisational position ‘in-between’; and the degree of agency afforded medial 
managers by such multiple identifications and potentially competing organisational 
interests to make individual responses.   The research has proposed, and 
demonstrated through empirical data, that medial managers are subject to potentially 
competing identity claims: to be a manager in the service of the organisation, to be a 
practitioner in the service of operational delivery or to be a member and 
representative of the staff team they manage; and that medial managers may adopt 
recognisably different positions within the organisation depending on the ways in 
which they recognise, respond to and manage such identity claims.  Through a close 
analysis of the self-presentations of medial managers in the context of a research 
interview, the research has identified seven distinct ways of interpreting the medial 
manager position, based on identifying which subject position(s) are of primary 
significance for the medial manager or which are prioritised, and on the extent to 
which managers recognised competing organisational interests and the ways in 
which they responded to and managed such interests.  While these are not proposed 
as a generalisable typology they demonstrate the wide range of ways in which 
twenty one managers working within organisation may interpret a similar 
organisational position, and in particular, how such different interpretations are not 
dependent upon the hierarchical level at which the medial manager operates.
Such interpretations have practical consequences for organisations.  Medial 
managers represent, for those they manage, a potential explanatory function: they are
a reference point for others to extract sensemaking cues to make sense of and to 
organise their social worlds (Helms Mills, Thurlow, & Mills, 2010; Pye, 2005; 
Thurlow & Helms Mills, 2009).  The personal sense that medial managers make 
from competing organisational claims and discourses on them creates potential social
and organisational realities for those around them.  For example, a manager’s 
willingness to raise staff concerns and to challenge senior manager decisions, or their
unwillingness to support and promote an organisational decision may mean 
perceptions of differences of interest between staff and the organisation being subtly 
reinforced (Haslam, 2004; Holden & Roberts, 2004), or may create dis-alignment 
between operational delivery and executive objectives and strategy.  Organisations 
are therefore likely to find certain manager interpretations and positionings 
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problematic and perhaps symptomatic of less talented, less committed or less 
effective managers.  Indeed, this only reflects an assumption within much 
management literature that there is a ‘right way’ for managers to act, and that 
managers who fail to act in the organisation’s best interests are either incompetent or
deliberately acting to serve their own interests (see for example Lee & Taylor, 2014).
However, the medial manager conceptualisation and the research underpinning it 
interprets such manager positionings as different but explicable responses to 
organisational realities.  By revealing and drawing attention to the competing subject
positions impinging on managers, and the range of resources available to them in 
order to make sense of their organisational positions, the research conceptualisation 
of medial manager identity offers organisations a way of identifying and interpreting 
different manager behaviours and understanding some of the likely drivers of such 
behaviours.  In particular the conceptualisation of medial manager identity serves as 
a reminder for organisations (and researchers) that organisational roles are not 
objective sets of functions but are also occupied and enacted by a post-holder; and 
that they are discursively constructed by multiple and sometimes competing 
expectations which the post-holder must make personal sense of (Mantere, 2008; 
McGivern, et al., 2015).  The subsequent sections further explore the ways in which 
the research conceptualisation of medial manager identity and the empirical findings 
of the research might be applied to organisational practice.  
8.4.2 Understanding medial manager identity challenges
Analysis of the identity work of Panorama managers using the research 
conceptualisation of medial manager identity has revealed a number of particular 
common challenges facing managers which cue and influence identity work and the 
ways in which managers construct and adopt organisational positionings.  
First, the texts of Panorama managers reveal recognition of multiple subject 
positions and possible workplace identities, to be managers in the service of the 
organisation, expert practitioners, or members and representatives of their staff team 
or service area; and recognition of these as potentially competing interests requiring 
negotiation or management (section 7.2).  This finding is significant given that 
Panorama Housing is an organisation with a strong and relatively consistent 
organisational culture which appears, based on seven months of observations, to be 
reflected amongst many staff as well as managers, and with reported high levels of 
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employee engagement based on national benchmarks.  Indeed it has been noted that 
there was very little overt criticism of senior or executive management or the 
organisation either observed or reported during interviews (section 6.3.2).  The 
research therefore further supports the extant literature which understands being 
managers as being ‘in the middle’, and subject to competing expectations and 
interests which are not necessarily resolvable (e.g. Clarke, et al., 2009; Currie & 
Proctor, 2005; McConville & Holden, 1999; Sims, 2003; Watson, 1997): but the 
research also highlights how such tensions and different interests are not restricted to
organisations experiencing significant change or internal conflict, but are also part of
the fabric of a relatively stable organisation with high levels of staff engagement and 
satisfaction.  Moreover, whereas much literature has focused on the function of the 
‘middle manager’ as being particularly subject to such competing claims and 
interests, the empirical evidence from Panorama finds manager interview texts 
recognising and describing operating within such tensions across hierarchical levels, 
from team leaders or first-level managers, through service managers to operations 
directors reporting to the Executive Board.  Indeed, first-level managers (team 
leaders) may be seen as being particularly subject to such tensions and competing 
identity claims because they work more closely with staff, becoming familiar with 
their needs and interests, and also represent the immediate face of the organisation to
them (Alimo-Metcalfe & Alban-Metcalfe, 2005; Coupland, et al., 2005; Huy, 2002; 
Seijts & Roberts, 2011).  The research therefore supports calls for first-level 
managers to be recognised as key organisational actors (Kilroy & Dundon, 2015; 
Lloyd & Payne, 2014) whose role and experience have been neglected to date (Down
& Reveley, 2009; Musson & Duberley, 2007).  The research also provides further 
evidence of both the practical challenges facing medial managers in their position 
‘in-between’ and the contextual and fragile nature of manager identity (Harding, et 
al., 2014; R. Thomas & Davies, 2005; R. Thomas & Linstead, 2002).  It further 
demonstrates, through the close analysis of manager stories and interview texts, the 
extensive, complex and diverse forms of identity work undertaken by managers in 
response to such competing claims and in relation to their own reflexively 
understood self-identities.  In other words, the research has demonstrated that the 
tensions and competing demands which have been typically seen as applying to 
middle managers may also be common to managers at all levels who are ‘in-
between’ those whom manage and are managed by; and, by framing the medial 
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manager position from an identity perspective, it has demonstrated that the possible 
responses of managers to such tensions and competing demands are diverse and 
multiple.      
Second, and building on the first, the research reveals how a manager’s 
organisational position may offer possible alternative identities to a managerial one.  
Many managers at Panorama recognised possible identities as expert practitioners, 
which may be perceived as safer and more secure sources of personal power and 
status (Austin, et al., 2013; Croft, et al., 2015; McConville & Holden, 1999); and 
professionals undertaking managerial duties may struggle to integrate potentially 
competing demands and discourses (Gleeson & Knights, 2008; Iedema, et al., 2004; 
Pratt & Corley, 2007; R. Thomas & Davies, 2005).  For many managers at Panorama
their professional practice and expertise remained a key resource for constructing a 
workplace identity and organisational position, including giving meaning to their 
work through achieving outcomes for customers, providing a source of authority 
from which to deal with staff or the organisation, and providing a means of 
differentiation through unique knowledge or skills; and managers who deliberately 
constructed alternative managerial identities such as Oakley and Reed nevertheless 
recognised the need to resolve a lack of expertise.  Manager stories and texts also 
suggested that maintaining strong relationships with staff may also offer attractive 
identities: as their active representative and leader (Varley), as one who can 
distribute small favours (Woods) or through a shared group identity (Dawson, Long).
In the context of competing expectations, interests and identity claims the research 
offers a clear reminder that a workplace identity as a manager in the service of the 
organisation is not the only possible identity available to managers, nor necessarily 
the easiest or most attractive one to construct and maintain.
The role of practice in particular for medial managers at Panorama suggests that 
more attention should be paid to this aspect of manager work and identity.  For many
managers who have been promoted within a team or service area, expertise in a 
professional practice represents something that was previously their primary role, 
which they likely excelled in (Austin, et al., 2013) and with which they may retain a 
strong emotional attachment (Croft, et al., 2015).  It may also form an important 
construct for maintaining relationships with a former team through continuing 
identification with a shared practice (Croft, et al., 2015; Lloyd & Payne, 2014).  
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There has been an increased interest in the phenomenon of the ‘hybrid’ (N. Burgess 
& Currie, 2013; Horton, et al., 2014; McGivern, et al., 2015) which may offer further
insight into the tensions experienced by medial managers.  Hybrids are commonly 
thought of as professionals who have become responsible for managing professional 
and other staff (McGivern, et al., 2015) but may be more widely understood as 
representing identities or roles which would not normally be expected to go together
(Horton, et al., 2014).  Many of the insights from studies of hybrid roles, which tend 
to focus on the need to maintain the exclusivity of a profession in a managerial 
context (McGivern, et al., 2015), have relevance for, and echo the wider 
phenomenon of medial managers, including the context of operating within and 
having to negotiate competing institutional logics (for example, between customer 
outcomes and organisational performance); the need to make sense of multiple logics
and to construct a meaningful position which both protects and speaks to different 
logics and different constituents; and the ways in which hybrids adopt different 
personal responses in such complex situations, from acting as a shield for 
professional practice to reinscribing managerial discourses and practices to create 
alignment and integration (Ericsson & Augustinsson, 2015; Horton, et al., 2014; 
Iedema, et al., 2004; McGivern, et al., 2015).  Whilst studies of hybrid managers 
draw particular attention to the identity work involved in managing professional and 
managerial identities, this research suggests the possibility that such hybrids merely 
represent an extreme example of the medial manager position, and that the issues and
challenges faced by such hybrid managers may be more intense, but are not unusual. 
Indeed, the research findings suggest that medial managers may be thought of as 
forms of hybrids, in their position between competing interests and competing 
subject positions.
Third, and relatedly again, the research has highlighted the drive for managers to 
construct workplace identities which establish a differentiated or unique 
organisational position.  This is significant in the context of the literature suggesting 
that the role of managers is to create alignment and synergy between executive 
strategy and decisions above them and operational delivery and staff below them
(Corley, 2004; Currie & Proctor, 2005; Herzig & Jimmieson, 2006; McConville & 
Holden, 1999).  Even within the context of strong organisational discourses of 
collective involvement and shared responsibility, within their interview texts 
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managers sought to distinguish themselves in various ways: from other teams or 
service areas, from their peers, or from organisational levels above and below them.  
In particular, seven team leaders (Goddard, Irwin, Kendall, Miller, Oakley, Potter 
and Varley) explicitly sought to differentiate their role in terms of constructing a 
distinct organisational level and role, contrasting themselves both with their staff and
their own line manager: for example as one who blends operational expertise – in 
contrast to their line manager – with willingness to change and develop – in contrast 
to their team (Goddard) or as one who provides a necessary bridge between the team 
and a wider organisational perspective (Potter) or informational link (Kendall).  
Individuals typically seek what Brewer (1991, 2003) calls ‘optimal distinctiveness’ 
through balancing needs for social inclusion and similarity, and individuation and 
uniqueness; and Ashforth and colleagues (2011) propose that a strong collective 
identity may actually therefore prompt efforts to distinguish the self in other ways.  
Organisational expectations of medial managers to create alignment between 
organisational strategy and operational delivery through staff therefore need to 
consider the need for medial managers to have a distinctive and recognised 
organisational role, rather than simply acting as the oil between two components.  
The research also suggests some further support for research proposing that 
managers may feel vulnerable or threatened in contexts where there are few 
organisational layers and their subordinates and superiors may work closely together
(Pedersen & Hartley, 2008; A. G. Sheard & Kakabadse, 2007; Warhurst, 2011).  
Behaviour such as insisting that information between subordinates and superiors 
goes through them (A. G. Sheard & Kakabadse, 2007) may be not simply about 
accumulating power but constructing a differentiated and meaningful role within the 
organisation.  
Finally, the research has highlighted the ways in which the multiplicity of 
management functions and possible subject positions gives managers considerable 
scope to be able to construct workplace identities which have personal meaning
(Foster, 2012).  Kira and Balkin (2014) argue that too often researchers focus on 
identity work as a way of aligning self-identity to a job, rather than the ways in 
which individuals are able to ‘craft’ a job to align with a self-identity.  The research 
has strongly supported this argument: from the choice of manager stories which 
included major long-term projects, daily work, managing staff needs and personal 
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progression (section 6.3.1); to plot structure and narrative roles which construct the 
manager and others in different ways (section 6.3.2, section 6.3.3); to ways in which 
managers constructed their organisational world across vertical, horizontal, internal 
or external tensions and which foreground and privilege certain functions and 
relationships (section 6.4.1); to constructing distinctive positions in response to 
competing identifications and possible subject positions (section 7.3).  Although 
managers are subject to multiple forms of organisational identity regulation (section 
2.8) and may be subject to sustained organisational efforts to create a certain type of 
employee and manager as at Panorama Housing (section 6.2) they nevertheless retain
considerable scope to interpret their organisational position and to privilege certain 
functions and relationships in individual and personal ways.  In other words the 
research has highlighted the “mutually constitutive” (Watson, 2008, p. 129) nature of
identity work, and the extent to which self-identity can act on their social 
environment as well as being acted upon: the ways in which medial managers 
construct an organisational role as well as being constructed by role expectations
(Simpson & Carroll, 2008).
8.4.3 Medial manager identity: the value of dissensus
Finally, this section offers an important caveat to the assumption that management 
should simply be about executing operational strategy.  The research has developed a
conceptual model of medial manager identity and has been able to characterise seven
distinct ways in which Panorama medial managers interpreted their organisational 
position ‘in-between’ multiple subject positions within their interview texts; and 
section 8.4.1 further noted that some positions such as the Champion who acts to 
represent and defend their team or service, or the Practitioner who seeks to construct 
an alternative, non-managerial identity, might be considered especially problematic 
by organisations as symptomatic of less talented, committed or effective managers.  
However, by reading such manager behaviours in terms of identity work in the 
context of multiple and competing subject positions, the research has demonstrated 
that such manager positions can be understood as different but explicable responses 
to organisational realities.  Moreover, the existence of managers who position 
themselves in such ways draw attention to the existence of multiple perspectives and 
interests within the organisation (Pratt & Foreman, 2000).  As Whittle and 
colleagues (2014) note, research is not neutral, and research findings may be 
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interpreted and put to uses by managers and organisations that were neither intended 
nor envisaged by the researcher.  The findings of this research might be interpreted 
by some organisations – and scholars – as offering a toolkit for creating the ‘right 
sort’ of manager, such as an Integrator interpretation.  However, it may equally be 
interpreted as a toolkit for organisations to better identify and understand, through 
the existence of alternative medial manager positions, the heteroglossia of discourses
which may be hidden beneath hierarchical privilege and hegemonic dominance
(Brown, 2006; Brown & Humphreys, 2006; R. Thomas & Davies, 2005) and the 
existence of competing discourses (Clarke, et al., 2009; Iedema, et al., 2004).  Rather
than seeking to achieve consensus by creating managers in the organisation’s image, 
organisations might equally seek creative dissensus by being open to alternative 
perspectives, interests and concerns which may be reflected in the identity work and 
organisational positionings of medial managers.  Identity conflicts and alternative 
institutional logics may be the drivers of organisational change (Horton, et al., 2014) 
and those who are positioned between competing logics, interests and professions are
often able to generate creative ways to sustain consensus between different interests 
and concerns (Oldenhof, et al., 2013) or bring together different bodies of knowledge
to new situations (N. Burgess & Currie, 2013).  Indeed, such an interpretation 
reinforces the pivotal role of the medial manager – at any level – within the 
organisation as a custodian of different interests and perspectives; it might be argued 
that medial managers may be most effective and most valuable to an organisation 
when they (individually or collectively) are able to reflect these multiple interests 
and perspectives.  The medial manager might be characterised as the Janus manager 
who faces both ways, and is required to speak to, and to speak for, both (Sims, 
2003).
8.5 Summary
This chapter has presented the third and concluding findings chapter in which the 
contributions of the research for understanding identity and for understanding 
managers, and potential applications for organisational practice, are discussed.  
Following a brief review of the key findings from a narrative and paradigmatic 
analysis of medial manager stories (chapter 6) and analysis of the key discourses and
subject positions which medial managers recognised and responded to in their 
interview texts (chapter 7), the chapter has further built on these findings to develop 
251
two theoretical contributions.  First, the Levi-Straussian mythical conceptualisation 
of narrative identity work has been integrated with the empirical data presented in 
chapters 6 and 7 to develop a model of identity work which explains the complex 
interplay of ways in which managers construct themselves as three distinct but inter-
dependent phases of identity work.  Second, the chapter presented a meta-analysis of
the findings so far presented, in order to identify the key affordances and constraints 
at play in medial manager identity work, and presented an original and integrative 
model of medial manager identity work which both maps out the key processes of 
medial identity work and provides a means of interpreting how and why medial 
managers adopt different organisational positions in response to their position ‘in-
between’.  This integrative model has been put forward as a model of the 
‘undercurrents’ of processes which form the ‘surface wave’ of medial manager 
responses to their organisational position ‘in-between’ (Ashforth, et al., 2008).  The 
value of the integrative model has been illustrated by further analysis and 
interpretation of the range of different ways of being a manager described within the 
Panorama manager texts.  The chapter has therefore addressed research objective 5: 
To understand the ways in which managers respond to multiple subject positions, 
and the interplay between personal understandings and the discursive context in 
which they work.  Finally the chapter has set out a number of contributions which the
research makes both to our understanding of management and the role of medial 
managers, and potentially for organisational practice. 
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Chapter 9 – Conclusions
9.1 Introduction
This research set out to investigate the processes of identity work undertaken by 
managers in a UK Housing Association.  Specifically the aim was to understand 
processes of identity work in the context of the manager’s position ‘in-between’ 
those whom they manage and the organisation to whom they are responsible.
In order to clarify and focus the scope of the research a number of objectives have 
been set out in chapter 1:
1 To review the broad and complex terrain of identity studies and to 
establish the particular theoretical position adopted by the research;
2 To fully theorise and conceptualise the position of the manager ‘in-
between’;
3 To uncover how managers personally understand their organisational 
roles through story elicitation, and the personal meanings that they 
attribute to their roles;
4 To understand the extent to which managers recognise their 
organisational role as being 'in-between' and subject to multiple 
discursive claims;
5 To understand the ways in which managers respond to multiple subject 
positions, and the interplay between personal understandings and the 
discursive context in which they work.
This chapter initially presents conclusions to each of these research objectives, by 
discussing the findings presented in chapters 6, 7 and 8, and contextualising and 
synthesising them with the literature discussed in chapters 2 and 3.  Following on 
from this, the chapter identifies and discusses the key contributions which the 
research makes.  Finally the chapter critically reviews and reflects on the research 
process and its limitations, and sets out possible future directions for further 
research.
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9.2 Key findings from the research
Review the broad and complex terrain of identity studies and establish the 
particular theoretical position adopted by the research
In order to investigate the identity work of managers in the context of being ‘in-
between’ those whom they manage and the organisation to which they are 
responsible, the research needed to establish its theoretical foundations in two ways. 
First it needed to establish its particular understanding of identity.  Chapter 2 
acknowledged that the field of identity studies is vast, crossing multiple disciplines 
and including a wide range of theoretical models based on distinct and differing 
ontological and epistemological assumptions which nevertheless may also be 
complementary or related (Brown, 2015).  The chapter defined identity as the means 
by which individuals and collectives understand and organise their place in the 
world, and the ways in which one perceives themselves as the same and as different 
to others (Brewer, 2003; Ellis & Ybema, 2010; Jenkins, 2008; Karreman & 
Alvesson, 2001; Kreiner, et al., 2006b).  Drawing the work of Mead (1934) the 
chapter conceptualised identity as an internal-external dialectic between the 
individual (the self) and others (society) (Jenkins, 2008) and identified a range of 
features of identity which are commonly reflected across the field: as being multiple,
relational, discursively constructed and ongoing.  Building on the conceptualisation 
of identity as an internal-external dialectic the chapter set out three particular 
metaphors (Brown, 2015), or ways of framing identity which inform and underpin 
the research: identity work, narrative and mythical thought.  Identity work focuses 
attention on the nature of the dialectic, or ongoing struggle between the self and the 
social (Alvesson & Willmott, 2002; Watson, 2008) as the process of constructing, 
revising, repairing and maintaining self-identity (the self as reflexively understood at
any point in time) in the context of discursive social practices of identity regulation.  
The concept of identity work therefore fully acknowledges both the subjectivity of 
the individual who is positioned by discursive practices (identity regulation), and 
their agency in responding to, investing in and resisting such practices by forming, 
repairing and maintaining self-identity  (Brown & Lewis, 2011; Collinson, 1994, 
2006; Leonard, 2003; Musson & Duberley, 2007; R. Thomas & Davies, 2005).  
Narrative is understood as the primary means by which identity work is 
accomplished, by providing a working account of the individual’s life in terms of 
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unity and purpose, and which links the individual’s past and future (Mallett & 
Wapshott, 2012; McAdams, 1985; Ricoeur, 1992; Sims, 2005b; Watson, 2009) 
through being able to organise and make sense of events in particular and socially 
recognisable ways (Czarniawska, 2004a; Gergen, 2001; Riessman, 2008).  That is, 
self-identity is more specifically understood as narrative self-identity.  Finally the 
Levi-Straussian (1963, 1983) concept of mythical thought further integrates the 
concepts of identity work and narrative, by expressing narrative as the means by 
which individuals both construct particular social worlds in response to discursive 
social practices, and establish a particular position within that social world.
The research has therefore established a clear theoretical position within the field of 
identity studies.  Such a position has also established a firm theoretical foundation 
for the subsequent investigation into the identity work of managers in a housing 
association, by informing the method of data collection through story elicitation, the 
methods of data analysis through narrative and paradigmatic structural analysis and 
the interpretation of findings.  That is, it has provided an effective way into the 
empirical data and a way into investigating specific processes of identity work, and 
ensured a consistent theoretical and methodological approach to the research.
Fully theorise and conceptualise the position of the manager ‘in-between’
The second theoretical foundation that the research needed to establish and justify 
was the concept of the manager ‘in-between’.  Chapter 3 began by proposing and 
defining the concept of the ‘medial manager’ as any organisational actor who is both 
directly managed and who directly manages others.  Such a conceptualisation of 
management does three things.  First, it focuses attention on the nature of the 
pressures and subjectivities that the manager is positioned in-between, rather than the
organisational position or level that the medial manager operates at: that is, medial 
manager describes a state rather than any particular grade or type of manager.  The 
nature and pressure of the medial manager position is characterised as semi-
autonomous and as being required to translate (Currie & Proctor, 2005) – interpret, 
convert and apply – executive strategy into something that can be realised 
operationally by others below them.  That is, the state of the medial manager is to be 
‘in-between’ the demands and expectations of the organisation above them, and 
those of staff they manage below them.  Second, such a conceptualisation not only 
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deliberately avoids defining the manager by grade, but deliberately includes 
organisational actors at all organisational levels who both manage others and are 
themselves managed, from those who are responsible for non-managerial staff 
(commonly called team leaders, team managers or supervisors) through middle 
managers to senior managers who report to an executive group.  That is, it is argued 
that the ‘middleness’ commonly investigated as applying to the classical ‘middle 
manager’ position is not a property of their hierarchical level but a state of being ‘in-
between’.  This is further supported by literature which describes the ways in which 
organisations have been flattened, with management layers removed and increasing 
responsibilities devolved to team leaders and supervisors (e.g. Carter, et al., 2014; 
Hassard, et al., 2009; Holden & Roberts, 2004; Musson & Duberley, 2007).  Third, 
the concept of the medial manager frames the nature of management as the business 
of identity, in being able to interpret and respond to the wants of others and to shape 
meanings, values and human commitments (Watson, 2000, 2001) and as the business
of identity work, in both acting on and being acted upon by others (Harding, et al., 
2014).  
Having defined and justified the concept of the medial manager, chapter 3 went on to
further conceptualise it in terms of identity.  It argued that the medial manager may 
be understood primarily in terms of two dimensions: identification and agency.  The 
dimension of identification draws both on the literature acknowledging the inherent 
tensions between organisational and staff interests in which staff are both human 
beings and business resources (Clarke, et al., 2009; Watson, 2008) and on insights 
from social identity theory which focuses attention on the ways in which 
identifications with particular social groups forms an important aspect of identity
(Brewer, 2003; Hogg, 2001, 2003; Rousseau, 1998; Turner, 1975).  Medial 
managers, whose role is translating executive strategy into operational meaning
(Currie & Proctor, 2005), are subject to multiple possible subject positions and 
implied responsibilities, to the organisation whose decisions they are responsible for 
implementing, to the staff whose engagement and co-operation they require, and for 
the realities of operational practice.  The dimension of identification therefore 
reflects the extent to which the medial manager identifies with, and constructs a self-
identity based on identification with the organisation, or the staff team and/or 
practice.  The dimension of agency draws on the issue discussed in chapter 2 of the 
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extent to which individuals are able to choose, construct and maintain identities, and 
the extent to which identities are subject to the effects of discursive and institutional 
practices.  It proposes that the multiple and possible identifications available to the 
medial manager, and the contradictions inherent in the medial manager position, to 
be both an independent agent and loyal subject, (Ericsson & Augustinsson, 2015; 
Holden & Roberts, 2004; McConville, 2006; McConville & Holden, 1999) and to 
draw on their operational experience to contribute towards executive intentions but 
only in prescribed ways (Currie & Proctor, 2005; Floyd & Wooldridge, 1992; 
Hallier, 2004; Harding, et al., 2014), afford the medial manager some scope for 
agency in managing, sustaining or selecting between multiple and conflicting 
discourses and subject positions.  This conceptualisation was therefore proposed as a
heuristic and interpretative tool with which to frame the subsequent investigation 
into the identity work of medial managers.
Uncover how managers personally understand their organisational roles, and 
the personal meanings that they attribute to their roles
The research used a method of story elicitation as the basis for interviews with 
medial managers (chapter 5).  The method was chosen firstly because it is consistent 
with a narrative understanding of identity, in which identity and identity work is 
accomplished primarily through stories about oneself and others, and secondly as a 
way of reducing the likelihood of premature framing of responses (Fielding & 
Thomas, 2008; Flick, 2009; Sveningsson & Alvesson, 2003).  In other words, the 
aim of the research was to elicit stories which would reflect the personal and 
individual ways in which managers understood themselves and their organisational 
roles, by giving managers the opportunity to present themselves in any way they 
wished (Humphreys & Brown, 2002).  
Chapter 6 presented analysis and findings based on the stories told by medial 
managers.  Even reading the stories simply at a surface and descriptive level the 
range of stories chosen by managers to represent or reflect their organisational roles 
was striking.  Stories included major strategic and external projects such as leading a
change management programme in response to government-driven change or a 
programme to deliver building works; long term internal projects such as reforming 
or developing a service area; fulfilling organisational tasks such as organising a 
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community event or system configuration; on-going and daily work such as 
managing the staff rota or assisting customers; extraordinary events such as an 
emergency flood or stock transfer; managing relationships with staff and managing 
staff needs and expectations; and stories of personal progress such as promotion and 
struggle for recognition.  The choice of subject, such as delivering organisational 
objectives or managing relationships and the scope of the story, such as daily work 
or one-off events was not determined by organisational grade or service area.  Such a
range of stories highlights not so much the range of roles required of a manager but 
the range of different roles and functions that medial managers may choose to 
privilege when presenting themselves. 
Chapter 6 went on to analyse the stories told by medial managers, and their interview
texts read as narrative.  It demonstrated the range of processes of identity work 
undertaken by stories.  Plot analysis based on Propp (1968) (section 6.3.2) identified 
a range of different kinds of plot, as personal, dispatched or initiated quests in search
of something lacking, as battles against a form of villainy or as existential struggle 
for recognition; and how different plots construct manager roles in different ways: as
a state of ‘being’ or ‘becoming’ through personal quests or existential struggle; as 
‘doing’ or acting on others to achieve goals, either as a loyal and capable servant 
through dispatched quests or as an experienced and capable agent through initiated 
quests; or as ‘doing the right thing’ in response to injustice through battles.  Role 
analysis based on Propp (1968) (section 6.3.3) identified how managers both adopt 
roles themselves within their stories, often as hero but sometimes adopting other 
roles, and ascribe roles to other organisational actors within their stories.  Role 
analysis reveals a range of insights into manager identity and identity work, 
including which other organisational actors are significant to the manager’s 
presentation of their role and self-identity; the ways in which those others are 
constructed and positioned within manager self-presentations; and how managers 
construct themselves.  In particular, role analysis of elicited manager stories of 
themselves reveals whether managers constructed themselves as taking action (as the
hero of their own story) or as the facilitators of the work and actions of others (as 
supporting characters to other actors in a hero role), and the extent to which the 
manager’s presented self-identity is dependent upon and embedded within their 
relationships with other organisational actors.  Finally, paradigmatic analysis (Levi-
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Strauss, 1963, 1983) identified a range of different ways in which managers 
constructed their organisational world within their interview talk: across vertical, 
horizontal, internal or external tensions; and how their chosen stories established an 
individual and mediating or intervening position within that constructed social 
world.
The method of story elicitation and structural analysis of both the managers’ chosen 
stories and their interview texts as narrative has revealed the wide range of ways in 
which managers may understand and interpret their organisational roles, and the 
different personal meanings that managers may invest in their roles.  Narrative 
analysis reveals some specific ways in which managers author themselves and others
(Brown, 2006; Garcia & Hardy, 2007; Humphreys & Brown, 2002; Riessman, 
2008): as heroes on personal or organisational quests or battling various forms of 
villainy; as donors, helpers or fathers to other organisational heroes; as loyal servants
or as responsive agents.  Narrative analysis also reveals the range of possible 
meanings of management for managers: as experienced practitioners (Bailey, 
Dawson, Newton) or as ones with expert knowledge (Miller, Varley); as embodying 
their service area and its mission and values (Hancock, Jennings) or the organisation 
(Abbott, Everett, Goddard); as bringing transforming personal vision (Chapman, 
Taylor); as a loyal servant of the organisation (Kendall, Long); as one who is 
responsible for supporting and managing staff (Potter, Oakley, Shaw); as one who 
has learned to become the right kind of manager (Fleming, Reed, Woods).  It 
therefore reveals both the very different ways in which a manager role may be 
conceptualised and experienced, and the very personal ways in which managers 
make sense of such ambiguities through narrative (Hopkinson, 2003; Ibarra & 
Barbulescu, 2010).  Paradigmatic analysis has similarly revealed not only the range 
of ways in which managers may construct an organisation, but the ways in which 
such constructions foreground and privilege certain roles, functions and relationships
from which managers might construct self-identities: between staff and senior 
managers; between other teams and services; between the organisation and 
customers; or between values and ways of working.  Managers further constructed 
different personal positions in response to similar organisational constructions: for 
example, in response to competing interests and tensions between staff and the 
organisation Fleming constructed a role as the ‘insulator’ who absorbs the pressure 
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from each; Varley described acting as the ‘defender’ of their team against senior 
manager decisions;  Woods as flexing between organisational and staff interests as 
the ‘bamboo manager’; and Oakley presented themselves as seeking to create 
alignment through developing their own management skills as the ‘learning 
manager’.  The range of role meanings, organisational constructions and positionings
are highly individual and cut across service area and grade; moreover they were all 
presented by managers working in the same organisation and in similar, customer-
facing services.  The findings therefore strongly support the calls not to treat 
managers as homogeneous groups based on position, grade or industry (Currie & 
Proctor, 2005; Kilroy & Dundon, 2015; Musson & Duberley, 2007; R. Thomas & 
Linstead, 2002).  In particular they reinforce the warning from Harding and 
colleagues (2014) not to rush to define and conceptualise the nature of the manager 
role, but to attend instead to the individual experiences and identity work of those 
occupying the role: to attend to the particulars of individual cases (Siggelkow, 2007) 
as well as seeking commonalities.  It further reinforces the role of self-identity in 
identity work: despite the relatively strong and coherent discursive context of 
Panorama Housing, managers are not ‘cultural dupes’ (Garfinkel, 1967) or ‘identikit 
managers’, but agents who resist, engage with and re-work discursive resources in 
very individual ways, as well as being subjects of them (Brown, 2015; Brown & 
Toyoki, 2013; Leonard, 2003; R. Thomas & Davies, 2005).  
The method of story elicitation itself, combined with such structural analysis, has 
proved to be a highly effective way of revealing rich insights into manager 
experience, self-conception and identity work.  The research has built on and 
extensively developed the analytical technique demonstrated by Gregg (2006) by 
actively eliciting stories from managers as acts of self-presentation, by incorporating 
analysis of roles as well as narrative functions, and by categorising forms of 
organisational construction, in addition to contextualising such analysis within an 
understanding of narrative identity work.  As well as revealing the range and 
complexity of identity work accomplished by narrative, the method also offers what 
van Manen (1997, p. 116) calls an anecdote: “a methodological device in human 
science to make more comprehensible some notion that easily eludes us” and 
(drawing on Aristotle) a poetic narrative which describes a universal truth.  Stories 
told by managers about themselves offer a simple way for managers to say 
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something important about themselves (Humphreys & Brown, 2002) and for the 
listener to gain insight into the concrete and particular which underpins the more 
abstract and universal (van Manen, 1997).  Moreover, by reading and analysing such 
stories as classic folk-tales using the narrative and role categories developed by 
Propp (1968) the method also enables the ‘creative rupturing’ (Sanger, 1996, p. 94) 
of participant discourse by the researcher, which is necessary to achieve new 
understandings.  
Understand the extent to which managers recognise their organisational role as 
being 'in-between' and subject to multiple discursive claims
The research proposed the concept of the medial manager as expressing the position 
of any organisational actor ‘in-between’ those whom they manage and those to 
whom they are themselves responsible (chapter 3).  The twenty one managers at 
Panorama Housing all fitted such a definition of a medial manager (section 5.2.1).  
Chapter 7 discussed the findings in relation to the ways in which managers 
recognised and responded to such an organisational position ‘in-between’.
The findings reveal a range of ways in which Panorama medial managers reflected 
and recognised their organisational position as ‘in-between’ and subject to multiple 
discursive claims.  Medial manager texts reflected multiple subject positions (section
7.2.1).  These included expectations to act as managers in the service of the 
organisation, to ensure operational delivery (Currie & Proctor, 2005; Herzig & 
Jimmieson, 2006; Seijts & Roberts, 2011) and/or as representing the organisation to 
staff (Holden & Roberts, 2004; Ogbonna & Wilkinson, 2003; Sims, 2003); to be a 
practitioner sensitive to the needs of customers and sources of expertise and 
experience (Alexiadou, 2001; Currie & Brown, 2003; R. Thomas & Davies, 2005; 
Waring & Currie, 2009); and finally as members of their service area or team, 
identifying with their team (Croft, et al., 2015; Ericsson & Augustinsson, 2015; 
Haslam, 2004; Lloyd & Payne, 2014; Rousseau, 1998) or recognising expectations 
to defend and protect staff from organisational demands and decisions (Alimo-
Metcalfe & Alban-Metcalfe, 2005; R. Jones & Kriflik, 2006; Vigoda-Gadot, 2007).  
The range of expectations and demands to which chapter 3 proposed that medial 
managers are subject were therefore reflected in the Panorama manager texts, and all
manager texts recognised more than one potentially competing subject position, as a 
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manager and a practitioner and/or team member.  Finally a number of managers 
explicitly referred to such a position in their talk, describing themselves as the 
“insulator” between “distrust downstairs and (pause) anxious nervousness upstairs” 
(Fleming), pressure being “filtered down” (Goddard), as being “peacemaker” and 
“negotiator” (Hancock), “the squeezed middle” (Jennings) or “squeezed every which
way” (Varley), and “in the middle” (Oakley); or as being like “butter being spread 
over too much bread” (Miller) and continually putting on “different hats” (Abbott).
The findings therefore support the concept of the medial manager, as one ‘in-
between’ those whom they manage and those to whom they are responsible, as 
reflective of manager experience.  It not only supports and echoes research into 
middle managers being subject to competing organisational, staff and operational 
demands and expectations (e.g. Clarke, et al., 2009; Currie & Proctor, 2005; Holden 
& Roberts, 2004), but demonstrates that such competing pressures, or subject 
positions, may also be experienced by managers at other hierarchical levels.  The 
findings therefore support the proposition made in chapter 3 that the position of the 
medial manager ‘in-between’ is a state, rather than any particular grade or function, 
and one which reflects a common experience of managers at all organisational 
levels.  In particular the research supports those who draw attention to the contextual
and fragile nature of manager identity and the challenges of identity work required 
by existing in a position which is subject to competing subject positions, demands 
and expectations (Carter, et al., 2014; Clarke, et al., 2009; Ericsson & Augustinsson, 
2015; Harding, et al., 2014; Holden & Roberts, 2004; McConville & Holden, 1999; 
Sims, 2003; R. Thomas & Linstead, 2002; Watson, 1997). 
However, the findings also draw attention to two areas which have been neglected 
within manager research.  First, the research suggests that the roles of first level 
managers, commonly called team leaders or supervisors, deserve more attention as 
key organisational actors (c.f. Down & Reveley, 2009; Kilroy & Dundon, 2015; 
Lloyd & Payne, 2014; Musson & Duberley, 2007).  Notwithstanding the increasing 
flattening of organisations and devolvement of management functions such as HR 
functions to the team leader level (Holden & Roberts, 2004; Huusko, 2006), the 
stories and talk of team leaders at Panorama also reveal the significance of the team 
leader’s position ‘in-between’ the organisation and the staff they manage, and 
particularly as the immediate face of the organisation to staff (Alimo-Metcalfe & 
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Alban-Metcalfe, 2005; Carter, et al., 2014; Coupland, et al., 2005; Croft, et al., 2015;
Ericsson & Augustinsson, 2015; Huy, 2002; Seijts & Roberts, 2011).  Oakley’s story
of an organisational restructure recognises the role of the team leader in maintaining 
a consistent organisational story during a difficult change process: “you’ve got to 
reel back what you say...it’s just stopping and thinking about what you’re actually 
doing, about looking at the wider implications...once you respond to one person it 
gets round” (Oakley, team leader).  Woods’ story of managing the rota reveals the 
everyday work of balancing staff and organisational interests, and the daily work of 
building and using social capital with staff; and the stories and texts of Goddard, 
Kendall, Miller, Potter and Varley also reflect the possible differences in perceptions
between organisational and staff interests, and the need for the team leader to find 
ways of resolving those differences.  Team leaders are revealed to be engaging in 
daily acts of “translating” executive strategy into operational realities (Currie & 
Proctor, 2005; Ericsson & Augustinsson, 2015; Hales, 2005); the scope of their work
may be less expansive than those of service managers or operations directors but it is
no less significant.  Paying more attention to the role of lower level managers, the 
demands placed on them and the ways in which they respond to and manage those 
demands will add to our understanding of organisational dynamics and the 
effectiveness of achieving strategies and objectives. 
Second, the findings suggest that the role of practice, or technical expertise and 
experience, may be more significant for manager identity than previously 
acknowledged.  Social housing is not an easily recognised or constructed profession 
as described by Abbott (1988) and Ashcraft (2013) (R. Casey, 2008); moreover, 
managers at Panorama Housing worked in specific areas of social housing such as 
managing customer contact or rent collection as well as the more generic work of 
letting and managing properties.  Nevertheless, managers drew extensively on 
expertise and knowledge of their operational practice in a variety of ways.  Managers
commonly referred to their expertise and knowledge, based on years of personal 
experience, as being essential for managing and supporting staff by being able to 
provide guidance and direction based on personal knowledge: “I know the issues 
they face, I know the difficulties, I know the challenges” (Goddard, team leader).  
Expertise also provided many managers with a source of personal meaning and a key
resource for constructing an identity, not only in being able to identify and respond 
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to the needs of customers but to be experts within the organisation who are essential 
for ensuring that the organisation is able to achieve its ambitions of fully assisting 
customers.  Rather than being something that is difficult to let go of (Warhurst, 
2011), or whose loss is a source of regret (McConville & Holden, 1999), most 
Panorama managers appeared to draw positively and creatively on their expert 
knowledge and practice as continuing sources of differentiation and positive 
meaning (R. Casey, 2008; Croft, et al., 2015; Foster, 2012).  The conceptualisation 
of the medial manager as positioned ‘in-between’ both organisational demands and 
those of staff and/or practice highlights the likely significance of practice either as a 
direct personal construct or as a means of maintaining relationships with a team
(Croft, et al., 2015; Lloyd & Payne, 2014) and a significant majority of Panorama 
managers recognised being a practitioner as a potential subject position in their texts.
The research further (but more tentatively) suggests that the phenomenon of the 
‘hybrid manager’ (N. Burgess & Currie, 2013; Horton, et al., 2014; McGivern, et al.,
2015) with responsibilities to both management and a profession may reflect an 
extreme or intense example of the medial manager position.
Understand the ways in which managers respond to multiple subject positions, 
and the interplay between personal understandings and the discursive context 
in which they work
Sections 7.2.3 identified a range of tactics demonstrated by medial managers for 
managing multiple subject positions.  Developing Roccas and Brewer’s (2002) 
typology of multiple ingroup representations the research categorised tactics as 
intersection, in which the manager draws on selected features of different subject 
positions in order to construct an identity which is distinct from either; dominance of
one subject position over another; compartmentalisation which involves switching 
between separate subject positions according to circumstance; and merger, in which 
links and synergies between subject positions are created, and multiple positions 
blended.  Section 7.2.4 further identified a range of tactics for managing contested 
subject positions: distancing oneself from a contested position; countering a 
discourse with alternative ones; engaging with a discourse in order to create a 
personal version; and submission in which the subject position is (perhaps 
unconsciously) accepted.
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Section 7.3 presented analysis of the medial manager interview texts in terms of the 
research conceptualisation of medial manager identity developed in section 3.5.  
Analysis was based on manager responses within their interview texts to the three 
primary subject positions identified within their interview talk: the extent to which 
each was recognised and the ways in which each position, if recognised, was 
interpreted; the ways in which different subject positions were managed and 
contested; and the overall strength and significance of each subject position within 
the overall text.  The section demonstrated how the twenty one Panorama medial 
managers could be characterised as reflecting seven distinct interpretations of the 
organisational position of the medial manager, and how the positionings described 
by medial managers were also informed by and reflected in the stories that they told 
and the identity work undertaken through them, and the use of identified strategies 
for managing multiple subject positions.  
Chapter 8 presented the results of a meta-analysis of the research findings to identify 
key factors which afford or constrain the adoption of different medial manager 
positionings, and which were categorised as perceptions of the organisation, 
perceptions of staff and practice, and perceptions of the self.  Key perceptions of the 
organisation included the relative strength, clarity and consistency of organisational 
discourse; the nature of the manager’s relationship with their own line manager; and 
the perceived attractiveness of a managerial identification.  Key perceptions of staff 
and practice included the nature and history of the relationship with the staff team, 
the extent of shared values and the perceived importance of maintaining good 
relationships with staff; the perceptions of staff demands upon them and the extent to
which they are able or wish to fulfil those demands; and the attractiveness of 
alternative identities to a managerial one, including those of an expert practitioner 
and a staff representative.  Perceptions of self included personal history and the 
nature of previous experience inside and outside the organisation; personal values 
and the extent to which they were congruent with perceptions of the organisation; 
and the need to differentiate and to construct an organisational position which has 
significance and is recognised as such.  These factors are not presented as 
affordances or constraints in themselves, but as representing key points of interaction
and refraction within the dynamic of identity work between self-identity and identity 
regulation.
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A number of key implications arise out of these findings.  First, the findings strongly
support the validity of the research conceptualisation of medial manager identity, 
based on dimensions of identification and agency.  As well as being able to 
demonstrate that Panorama medial manager talk reflected multiple possible subject 
positions, primarily to be a manager, a practitioner or a member of the team or 
service area, and that Panorama managers described a wide range of differing and 
individual responses towards different subject positions, resulting in identification of
seven distinct interpretations of the medial manager position, or ‘ways of being a 
manager’, the research has also been able to show that the positioning of medial 
managers interpreted by the research is also reflected in the elicited stories that they 
chose to tell about themselves, and the identity work accomplished through those 
stories.  This therefore forms a significant form of triangulation (Stake, 1995): 
medial manager self-presentations which were invited through a method which 
sought to minimise premature framing (Fielding & Thomas, 2008; Flick, 2009; 
Sveningsson & Alvesson, 2003) through story elicitation reflect the proposed 
construction of medial managers.  The findings therefore not only support the 
assumptions upon which the medial manager construct is based – in particular the 
tension and dissensus between organisational and staff or operational interests and 
concerns – but support the value of the research conceptualisation for being able to 
interpret different forms of response to such tensions.  As discussed in chapter 8 and 
particularly section 8.4.1 the research conceptualisation of medial manager identity 
enables different manager actions and behaviours to be explained in terms of 
different but explicable responses to tensions and competing demands inherent in the
medial manager position.  Furthermore, within a single organisation, seven 
distinctive interpretations of the medial manager position are identified, and there is 
no clear correlation with organisational grade: the eleven team leaders are 
represented in six of the seven interpretations and the eight service managers 
represented in five.  The findings further support the importance of attending to the 
individual identity work of medial managers and the ways in which medial managers
construct an organisational role as well as being constructed by role expectations
(Kira & Balkin, 2014; Mantere, 2008; McGivern, et al., 2015; Simpson & Carroll, 
2008).
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Second, the findings have enabled the development of an original and integrative 
model of medial manager identity work (section 8.2.3).  This represents the 
culmination of the reflexive abductive iteration between the empirical data and the 
interpretative frameworks of a narrative conceptualisation of identity and the 
conceptualisation of the medial manager and medial manager identity work.  The 
model is not intended as a predictive tool, or as a universal explanation of medial 
manager identity.  Its purpose is to map out the multiple processes of medial 
manager identity within a particular context, namely a UK housing association, in 
order to enable the interpretation of individual medial manager positionings in 
response to being ‘in-between’ organisational and staff or practice interests and 
being subject to multiple discursive positions.  The model identifies three distinct 
phases of identity work: responses to discursive practices, the construction of a 
social world from selected discursive resources, and the positioning of the self within
that social world.  It further maps out the key factors (perceptions of organisation, 
staff/practice and self) which serve as points of interaction and refraction within the 
ongoing dynamic between self-identity and identity regulation, through identity 
work, in the context of the medial manager’s organisational position ‘in-between’ 
organisational and staff and practice sources of identity regulation.  In section 8.3 the
interpretative value of the model is demonstrated by applying it to the seven 
interpretations of the medial manager position identified within Panorama manager 
texts. 
The research therefore addresses the gaps within research into manager identity 
discussed in section 3.6.  First, rather than focusing on the effects of specific 
regulatory sources or specific identity work processes it has investigated, identified 
and mapped the range of processes of identity work, and the interplay between 
different processes of identity work and different discursive resources in the 
particular context of the medial manager positioned ‘in-between’ organisational and 
staff and operational interests (c.f. Brown, 2015; Brown & Toyoki, 2013; 
Sveningsson & Alvesson, 2003).  In doing so it has sought to answer the call of 
Ashforth and colleagues (2008, p. 341) to investigate and explain the 
“undercurrents” which form the ocean wave rather than “pictures of the surface”: the
dynamic co-construction of identity rather than the accumulation of multiple 
categories (Essers & Benschop, 2009).  By developing an integrative map of medial 
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manager processes of identity work it also answers Brown and Toyoki’s (2013) call 
for research into identity work which is both context-specific and which might be 
more widely applicable.  Second, the research has specifically addressed the 
particular dualities inherent in the medial manager position (e.g. Clarke, et al., 2009; 
Ericsson & Augustinsson, 2015; Sims, 2003; Watson, 2008) and the ways in which 
managers respond to and manage organisational tensions and competing 
identifications.  The research has uncovered both a range of identifiable responses to 
such tensions, and the particular processes and factors through which managers 
construct individual responses to those tensions.  The research therefore adds a new 
perspective to the limited number of studies into such processes (c.f. Clarke, et al., 
2009; Koerner, 2014).  Moreover, while a small number of studies have identified 
strategies by which organisational actors defer identity closure by flexing between 
different discourses (Ellis & Ybema, 2010; Iedema, et al., 2004) or by bracketing 
contradictory statements and discourses (Clarke, et al., 2009; El-Sawad, et al., 2004) 
the research findings, notwithstanding the limitations discussed in section 9.4 below, 
suggest ways in which managers may construct identities which position them in 
distinctive ways within multiple subject positions, and the tactics and resources with 
which they construct such positions.  That is, although Panorama managers 
recognise multiple subject positions and multiple constituencies, they are found to be
constructing (within the limitations of a single occasion of interview talk) complex 
and nuanced but relatively defined positions in response to such constituencies.  
Rather than defer identity closure, they construct personal workplace identities from 
and through which to manage and answer the claims of others on them.
Conclusion of the research aim and objectives
As demonstrated in the foregoing section, each research objective has been 
addressed and the research aim of investigating the processes of medial manager 
identity work has been achieved.  The following section sets out the specific 
contributions of the research.
9.3 Contributions of the research
The research uses the experience of the manager 'in-between' as a case study for 
examining identity processes, and conversely uses identity as a particular lens to 
frame and interpret that manager experience.  The major contribution of the research 
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is to develop an empirically grounded model of manager identity work based on the 
conceptualisation of the medial manager who is 'in-between' those whom they 
manage and those who they are themselves managed by.  The model both 
characterises the “picture[ ] of the surface of the ocean wave” (Ashforth, et al., 2008,
p. 341) of medial manager identity within a particular organisational context, and 
also maps out the key “undercurrents” of identity work processes (Ashforth, et al., 
2008, p. 341) which form different responses to the medial manager position in the 
organisation.  In doing so the research makes a number of contributions: to 
knowledge of identity, knowledge of management and research methodology.  These
contributions are elaborated below.  
Contribution 1 – The thesis develops an original and integrative model of 
medial manager identity work.
The thesis has developed a conceptual model of identity work based on the detailed 
embedded cases of twenty one medial managers in a UK housing association.  
Rather than focusing on the effects of specific regulatory sources or specific identity 
work processes it has investigated, identified and mapped the range of processes of 
identity work, and the interplay between different processes of identity work and 
different discursive resources in the particular context of the medial manager 
positioned ‘in-between’ organisational and staff and operational interests.  The 
model has been shown to have interpretative value by applying it to the studied 
medial managers and identifying the particular processes and factors at play when 
medial managers adopt different organisational positions in response to the multiple 
subject positions in which they operate.  Although the model is presented as a social 
construction based on a specific case and context, and does not claim to represent a 
generalisable theory, it nevertheless provides a map, not previously established, for 
further research to further investigate such processes of identity work and their 
interplay in other contexts.  The model also makes some specific contributions to 
knowledge of medial manager identity work.
1.1 The central role of narrative in identity work is highlighted and clarified.  The 
thesis has demonstrated the extensive range and depth of identity work accomplished
through narrative and storytelling, by applying an in-depth structural narrative and 
paradigmatic analysis of medial manager stories, as told within the occasion of a 
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research interview, which has not previously been reported.  In doing so it not only 
supports but extensively develops the preliminary work by Gregg (2006).  Stories 
accomplish identity work through plot and role which construct the manager and 
other organisational actors in different ways.  Stories construct the social world of 
the organisation in different ways which privilege certain functions and 
relationships, and also position the manager in particular ways in response to the 
constructed social world.  As well as demonstrating how narrative analysis can be a 
powerful tool for investigating and analysing identity, the research has also 
demonstrated the central role that narrative and storytelling may have for the ways in
which individuals construct and make sense of themselves and others.
1.2 Three distinct and inter-dependent phases of identity work are identified.  The 
complex interplay of identity work processes identified within the research have 
been conceptualised as three distinct but interrelated and inter-dependent phases of 
identity work.  Within the occasion of an interview, medial managers undertook 
identity work through personal responses to discursive practices to which they were 
subject; through selectively constructing organisational social worlds across different
dimensions; and through constructing personal positions within those organisational 
worlds through narrative plot and role.  These three phases are inter-dependent but 
not causally related.  The construction of a personal social world selects and 
foregrounds particular discursive practices to which managers may respond, and 
narrative self-identity, through plot and role, prompts and encourages particular 
responsive strategies.  However, the ability of managers to respond in different ways 
to discursive resources also prescribes the discursive resources available for 
constructing social worlds and the possible individual positionings within a social 
landscape.  Narrative plot and role informs the construction of a social landscape; but
such social landscapes give meaning to narrative.  The thesis therefore makes an 
important contribution by providing a more detailed and nuanced framework for 
identifying and analysing processes of narrative identity work.        
1.3 Key factors which mediate the identity work of medial managers are identified.
The thesis has identified several key factors relating to perceptions of the 
organisation, perceptions of staff and practice, and perceptions of the self, which are 
all shown to be significant points of interaction and refraction for the identity work 
of medial managers at Panorama between self-identity and sources of identity 
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regulation.  Key perceptions of the organisation include the relative strength, clarity 
and consistency of organisational discourse; the nature of the manager’s relationship 
with their own line manager; and the perceived attractiveness of a managerial 
identification.  Key perceptions of staff and practice include the nature and history of
the relationship with the staff team, the extent of shared values and the perceived 
importance of maintaining good relationships with staff; the perceptions of staff 
demands upon them and the extent to which they are able or wish to fulfil those 
demands; and the attractiveness of alternative identities to a managerial one, 
including those of an expert practitioner and a staff representative.  Perceptions of 
self include personal history and the nature of previous experience inside and outside
the organisation; personal values and the extent to which they are congruent with 
perceptions of the organisation; and the need to differentiate and to construct an 
organisational position which has significance and is recognised as such.  The thesis 
has demonstrated how these factors may afford or constrain the identity work of 
medial managers as part of the complex dynamic between self-identity and identity 
regulation, and how these factors can interpret how and why medial managers may 
construct different organisational positions in response to their position ‘in-between’.
Contribution 2 – The thesis develops understanding of management.
By investigating the identity work of medial managers the thesis has also made a 
number of key contributions to understanding of management and the manager role.
2.1 The concept of the medial manager is shown to be robust and reflective of 
manager experience.  The thesis has developed a theoretically and empirically 
justified conceptualisation of management as the ‘medial manager’ who is ‘in-
between’ those whom they manage and those to whom they are responsible.  This 
conceptualisation of management explicitly focuses on the complex, dual and 
paradoxical nature of the manager role as being responsible both for operationalising
executive strategy and implementing decisions in the interests of the organisation, 
and for the support and welfare of their staff and the effective delivery of operational
practice; as being expected to secure staff engagement and commitment to 
organisational values, and maintain the personal loyalty, good will and social capital 
of those staff.  The thesis proposes that the medial manager role can be interpreted as
being based on two dimensions framing medial manager identity which are directly 
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implicated in the medial manager’s position ‘in-between’. First, there are multiple 
possible identifications available to a medial manager as a direct result of their 
organisational position ‘in-between’ and the multiple ways in which to ‘be’ and to 
act as a medial manager.  Second, such multiple and possible identifications, and the 
contradictions inherent in the medial manager position, afford the medial manager 
some scope for agency in managing, sustaining or selecting between multiple and 
conflicting discourses and subject positions.  The thesis has demonstrated that such a
conceptualisation of management is reflected in the stories and talk of the medial 
managers.  Medial managers recognised competing subject positions as managers in 
the service of the organisation, as members of their staff team or service area and as 
practitioners; and revealed various tactics for managing such competing 
subjectivities.  Analysis of medial manager texts enabled the identification of seven 
distinct interpretations of the medial manager position based on based on identifying 
which subject position(s) appeared as of primary significance for the medial 
manager, and on the extent to which managers recognised competing organisational 
interests and the ways in which they responded to and managed such interests.   Such
positionings of medial managers were also found to reflect the identity work and 
positioning accomplished through the stories told by medial managers.  
2.2 Tensions between different interests commonly attributed to the middle 
manager role are shown to also be part of the daily experience of managers at 
other levels, and perhaps especially at team leader level.  Whereas much literature 
has focused on the function of the ‘middle manager’ as being particularly subject to 
competing claims and interests, the empirical evidence from the research finds 
managers recognising such tensions across all hierarchical levels.  Team leaders in 
particular were also shown to be engaging in daily acts of “translating” executive 
strategy into operational realities (Currie & Proctor, 2005) and of being conscious of 
their position as the immediate face of the organisation to staff.  The thesis therefore 
highlights the need for further research into the organisational role of first-level 
managers, and the significance of such manager responses to their position ‘in-
between’.
2.3 The precarious nature of manager identity is highlighted, and the potential 
attraction of other organisational subject positions is revealed.  Through the 
conceptualisation of the medial manager the thesis has not only drawn attention to 
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the multiple demands and subject positions impinging on managers, and the 
extensive range of identity work undertaken in order to manage such multiplicities, 
but also demonstrated that managing or resolving such competing demands is not 
obvious or straightforward.  The organisational position of the medial manager ‘in-
between’ offers various possible alternative identities to a managerial one, or 
resources with which to construct personal versions of a managerial identity, 
including occupation and expertise, being responsible for the welfare of staff or 
through shared group identity with staff.  In particular the role of practice is 
highlighted as a particularly significant as a resource for identity work for Panorama 
managers.  Being a manager in the service is the organisation is not the only possible
identity available to managers, nor is it necessarily the easiest or most attractive one 
to construct and maintain.  Additionally the research has revealed the importance for 
many managers of constructing workplace identities which have personal meaning 
and which establish a differentiated or unique organisational position.  Whereas 
much research focuses on the precarious nature of manager identity in terms of the 
ability of the manager to construct and maintain an identity – that is, adopting a 
managerialist paradigm in which the manager is obliged to construct the right kind of
identity – the research offers an alternative perspective, of managers constructing 
personally workable identities with the available resources, and highlights instead 
the limitations of the manager role or position as an effective resource for 
constructing a workable workplace identity.
Contribution 3 – The thesis makes a methodological contribution
3.1 The developed method of eliciting stories and applying narrative and 
paradigmatic analysis is shown to offer rich insights into both the self-identities 
and identity work of medial managers.  The thesis has extensively developed the 
method of narrative and paradigmatic analysis demonstrated by Gregg (2006) by 
actively eliciting stories from managers as acts of self-presentation, by incorporating 
analysis of roles as well as narrative functions, and by categorising forms of 
paradigmatic organisational construction, in addition to contextualising such analysis
within an understanding of narrative identity work.  The method has been 
demonstrated to be capable of revealing rich and granular detail about the workplace 
identities and processes of identity work accomplished by medial managers.  By 
drawing on the simple and recognisable social construction of stories the method 
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enables managers to say something important about themselves (Humphreys & 
Brown, 2002) and for the listener to gain insight into the concrete and particular 
which underpins the more abstract and universal (van Manen, 1997).  Moreover, by 
reading and analysing such stories as classic folk-tales using the narrative and role 
categories developed by Propp (1968) the method also enables the ‘creative 
rupturing’ (Sanger, 1996) of participant discourse by the researcher, which is 
necessary to achieve new understandings.  
9.4 Reflections on the research and future directions
The research has revealed some specific answers to the question of how medial 
managers accomplish identity work in the context of the organisational tensions they 
operate between, and the kinds of workplace identities that they construct.  A 
number of key contributions to knowledge have been identified in section 9.3.  
The research strategy of a single unit embedded case study (Yin, 2003), the method 
of story elicitation and the analytical strategy of successive processes of structural 
and thematic analysis have revealed rich and detailed insights into the identity work 
of medial managers within the particular context of a housing association, Panorama 
Housing.  In particular, the method of story elicitation was highly effective in 
collecting personal accounts of the ways in which managers understood their 
organisational role, the way in which they privileged particular functions, their 
relationships with other organisational actors, and the personal meanings which they 
ascribed to their role.  Although several managers expressed worries that they were 
poor at telling stories or “hadn’t really got one” they nevertheless all told 
recognisable stories in spite of their own self-assessments.  The process of detailed 
structural analysis of twenty one medial manager interview texts and the successive 
processes of thematic analysis was highly labour-intensive and time consuming, but 
has produced a detailed picture of multiple identity processes and their interplay, 
which has not previously been mapped.  
Section 4.3.3 suggested that tests of validity should primarily be those of coherence 
and pragmatic use (Kvale & Brinkmann, 2009).  Coherence has been demonstrated 
in several ways: through triangulation between the pre-conceived theoretical 
perspective of the medial manager and narrative identity, and the empirical data
(Stake, 1995) collected through elicited stories and medial manager interview talk; 
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and through the gathering of “detailed descriptions that exact fullness and 
completeness of detail” (van Manen, 1997, p. 17) from elicited stories in which 
medial managers were free to present and represent themselves in ways that reflected
their personal understandings of their organisational position and experience, and 
which are recognisable as common human experience (Bold, 2012) in the form of 
familiar stories.  Nevertheless, it remains the case that the research represents a 
personal ‘storytelling’ of Panorama, its managers and their stories by the researcher
(Beech & Sims, 2007; Corbett-Etchevers & Mounoud, 2011; Watson, 1995), albeit a
reflexively informed one.  The test of pragmatic use has been met through the 
demonstration of the practical value of the research, for increasing theoretical 
understanding of identity and interpreting the experience of managers.
A number of limitations of the research have already been recognised (section 4.5.1 
and section 4.7).  The purpose of the research is not to produce generalisable results 
or grand explanatory theory, but to deepen understanding of the phenomenon of 
medial manager identity work through its investigation in a particular context, and to
expand the available repertoire of social constructions through which the 
phenomenon may be interpreted and approached (Donmoyer, 2000).  The research 
developed an initial social construction of the medial manager, and this has been 
found to have some validity through correspondence with stories elicited from 
medial managers.  The research has further developed an integrative and original 
model which maps the key factors and processes of identity work of medial 
managers in their organisational context, and which provides some interpretation and
explanation as to how and why medial managers construct different workplace 
identities in response to their organisational position ‘in-between’.  Nevertheless, this
social construction reflects the very specific context of a UK housing association, 
and is developed from a method which focused on identity processes revealed 
through medial manager talk, rather than social interaction and dramaturgy, and 
within a particular and single point in time.  The stories told by Panorama managers 
were told to a particular audience (i.e. the researcher), and as anticipated, and despite
the deliberate effort not to prematurely frame interview conversation in providing 
pre-interview information, a small number of managers made direct reference to 
trying to offer material that they thought would be helpful to a researcher.  The 
excerpt from the interview transcript of Varley, presented in appendix 1C is the most
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explicit example, and the transcript reveals some of the ways in which the researcher
sought to re-focus the interview on the personal meanings of the manager’s choice.  
As also evidenced in the transcript excerpt, the researcher is fully involved and 
implicated in the interview conversation and the knowledge that is constructed 
through the interview conversation is properly recognised as a co-construction 
between researcher and participant (Blumer, 1969; Kvale & Brinkmann, 2009; van 
Manen, 1997).  Similarly, the analytical process and in particular the use of Propp
(1968) and Levi-Strauss (1963, 1983) and the research conceptualisation of medial 
manager identity, while revealing rich insights, necessarily precludes other possible 
readings and interpretations.  Nevertheless, whilst these limitations are fully 
recognised the researcher has sought, through personal reflexivity and transparency 
of the methods of data collection and analysis, to present the ‘craftsmanship’ (Kvale 
& Brinkmann, 2009) of the research process in order for the reader to make their 
own assessment of its validity and reliability.  The researcher’s own assessment is 
that the findings are sufficiently grounded in robust methods, researcher reflexivity 
and rich empirical data to be considered substantive and valid.   
The particular limitations of the research methodology may form the initial basis for 
further research in order to further explore, test and refine the integrative model of 
medial manager identity.  First, the research methods and developed interpretative 
models could be applied to different organisational contexts to establish whether the 
research conceptualisation of medial manager identity and the processes of identity 
work revealed in the Panorama context remain valid, and to further develop and 
refine the integrative model of medial manager identity work.  Second, the research 
conceptualisation and integrative model could be applied to medial manager social 
interaction and observed behaviours, rather than, or in addition to interviews in order
to further explore and assess its validity.  In particular, research might deliberately 
focus on the ways and extent to which medial manager ‘identity-as-talk’, as 
characterised by the research conceptualisation of medial manager identity, is 
consistent with their ‘identity-as-performance’ in their social interactions with 
others, and in different contexts, in order to further explore the role of self-identity in
identity work, and the role of personal meaning and interpretation of their 
organisational role.  Third, the research conceptualisation and integrative model of 
medial manager identity could be applied to longitudinal studies to investigate 
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processes of identity work over time and across different contexts.  In particular, and 
drawing on the insights into the experience and challenges of ‘becoming’ a manager,
future research might very usefully focus on following new managers, or newly 
promoted managers, in order to further explore their developing experience and 
understanding of  manager position over time.  
As well as further assessing the validity of the interpretative models of medial 
manager identity developed by this research, future research might also address some
specific issues raised by the thesis.  First, the research suggests that medial managers
may be able to construct relatively coherent and perhaps consistent positions in 
response to their organisational position ‘in-between’.  This is in contrast to other 
studies which have highlighted the ways in which managers defer identity closure 
and continue to flex between or bracket alternative or contradictory positions (e.g. 
Clarke, et al., 2009; El-Sawad, et al., 2004; Iedema, et al., 2004).  The research 
findings may be a product of the particular methods which were time-specific, or the 
particular organisational context; or they may reveal that managers do not always 
sustain (or attempt to sustain) the demanding identity work of deferring closure, but 
may construct distinctive personal workplace identities from and through which to 
manage and answer the claims of others on them.  Longitudinal and dramaturgical 
studies in particular may be able to clarify the extent to which managers sustain the 
paradoxical nature of their organisational position or seek to resolve the paradox.  
Second, the research has highlighted the particular role that occupational experience 
and expertise played in the identity work of medial managers in Panorama Housing.  
Further research could investigate whether this is a particular feature of the context 
of social housing or a (semi-)public sector, or whether this is indeed an under-
researched factor in manager identity work.  Thirdly, the research has identified little
difference between hierarchical levels of managers in terms of organisational 
positioning or processes of identity work.  Future research could explore the extent 
to which this is reflected in other organisational contexts and whether there are in 
fact significant differences not yet identified.  
9.5 Concluding remarks
The thesis set out to investigate the processes of identity work of medial managers in
the context of their organisational position ‘in-between’ multiple and competing 
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organisational subject positions, interests and expectations.  The research has been 
conducted on a reflexively abductive basis, with theoretical constructs being 
developed from the extant literature and used to reflexively and iteratively frame and
interpret empirical data and its analysis.  The research has revealed the identity work 
of medial managers to be rich, complex and affected by multiple factors, but that it is
indeed significantly framed by the medial manager’s position ‘in-between’ the 
organisation and the staff and services they manage, and their sometimes competing 
responsibilities towards each.  
The research makes a number of contributions to knowledge.  Its substantial 
contribution is to develop an empirically grounded model of manager identity work 
based on the conceptualisation of the medial manager who is 'in-between' those 
whom they manage and those who they are themselves managed by, and which both 
characterises different medial manager positions and reveals the processes of identity
work which underpin such positionings.  It adds to knowledge of identity and 
identity work by revealing the ways in which identity work is accomplished through 
narrative, by identifying three distinct but interrelated phases of identity work and by
identifying key mediating factors which may afford or constrain the ongoing 
dynamic of identity work between self-identity and identity regulation.  It adds to 
knowledge of managers by confirming the conceptualisation of the medial manager, 
by demonstrating that such positioning and the organisational tensions that it 
represents may be recognised by managers at all hierarchical levels, not just classical
‘middle managers’, and by revealing the precarious nature of managerial identity and
the potential attractiveness of other workplace identities.  It offers a methodological 
contribution by demonstrating a way of gaining rich, detailed and granular insights 
into manager experience, the individual and personal workplace identities that 
managers construct, and the processes of identity work through which they construct,
maintain and repair such identities.
Being based on a single unit embedded case study of medial managers in a UK 
housing association, and conducted within a social constructivist paradigm, the 
research does not seek to demonstrate findings which are generalisable or which 
constitute a universal explanatory theory.  However, it has succeeded in its aim of 
investigating the phenomenon of medial manager identity work in detail in the 
context of a specific case.  By presenting an enriched picture of the particular 
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experiences of medial managers in Panorama Housing, and by openly and 
reflexively presenting the particular perspectives and cognitive structures of the 
researcher, it has expanded the repertoire of social constructions of management and 
manager identity work available to scholars and practitioners of management, 
opened up new heuristic possibilities and formed new and significant questions 
through which to continue to further knowledge. 
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Appendix 1 – Interviews
Appendix 1A – Interview schedule
Stage 1 – background information
Could you confirm your current job title?
Confirm position in organisational chart
Confirm how many people you usually manage
How long have you worked in the organisation overall?
How long have you been in this particular job role?
Could you tell me briefly how you came to be in this role?
What was your main motivation for applying?
What influenced you in deciding to apply?
Has the role changed since you have been in post?
At the present moment, what do you want in your future career?
Do you see yourself seeking promotion?
Do you see yourself staying with the organisation?
Do you see yourself leaving if a better opportunity arose elsewhere?
Stage 2 – the medial manager story
I would now like you to tell me your story, which you feel captures what your role in
the organisation means to you.  Please start whenever you are ready, and take as 
much time as you need.  I will just listen, I won’t interrupt.  I’ll just take some notes 
for afterwards.
Stage 3 – exploring the story
Possible questions about the story
Context of the story
 Checking understanding of events
 Checking the nature of events – e.g. a one-off or common occurrence?
Feelings about the story
 Checking understanding of the meaning of events and of the story
Organisational actors in the story
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 Checking understanding of the roles and actions they perform
 Feelings about these actors? 
 Feelings about their roles and actions?
Organisational actors who did not feature
 Feelings about these actors?  
 Are they significant to the medial manager?  In what way?
Possible questions about the storyteller
Why did you choose this story?
What do you feel this story says about your role in the organisation?
 What do you think your role is?
 What are you really there for?
How have you come to this understanding of your role?
 What has influenced you?
 Has your view of your current role changed over time?
 If so, can you say what has caused this change?
Do you think this view of your role is shared by others?
 Peers; staff; line manager; senior managers?
 How do you think others see your role?
 Are you aware of differing expectations of you and your role? (Example?)
 How easy is it for you to perform your role as you understand it to be?
Appendix 1B – Transcription system
Interview feature Representation
Emphasis “We bring them in as well, get their ideas, their 
knowledge base.”
Pauses Very short pauses as comma:
“What we done was, we split the teams so that 
anybody who was, say, in my peer group, I wasn’t 
their direct manager”
Longer pauses as (p) and (pause):
“it was, really I suppose, sort of (pause) I suppose a
slap in the face (pause) but (pause) it’s what you do 
from that point”
NB commas are not used where there is no pause in 
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the interviewee talk:
“And there was an element of psychology in a sense 
of this notion of any organisation only being as 
good as the people that it employs and one of the 
things that I said to people was that if that is true 
then if we’re good we’re good because you’re 
good.”
Interruptions or abrupt end to
train of thought
Interruption shown by a hyphen:
“The more I’ve said it - the more I’ve sold it, the 
more I’ve said it, the better it makes sense really”
Int:  I think I heard you correctly, it was difficult just
to pick one -
V - Yeah, yeah.
Laughing, coughing and 
similar features
Noted within round brackets:
“you learn from these things don’t you as well, I’m 
still here (laughs) I’ve survived the process.”  
Von-verbal sounds e.g. erm Generally removed for clarity.
Text removed for clarity or 
sense
Missing text represented by ...
“There is a lot of collaborative working...we all 
work really well together, it’s a very strong team.”  
Text removed to protect 
identity or otherwise 
sensitive information 
Missing text or replacement text represented by [  ]
“but you go [ ] yeah, what would you do? And they 
go, fair enough.  You know, you spin it back round 
to them and say yeah, you know, you [do this job], 
what would you do?”
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Appendix 1C – Interview excerpt
This excerpt has been selected as an illustration of the interview transcripts used in 
the analysis; as an example of the interactions between the researcher and the 
interviewee, through which a particular social reality was constructed; and as an 
example of a particularly clear case of the interviewee recognising and drawing 
attention to the occasion of a research interview.  The excerpt begins after Varley has
been telling their two chosen stories.
Int Yes, yes (pause...).  Ok, so (p) as I said I gave you free range to pick any story 
that you wanted to and you said, and I think I heard you correctly, it was 
difficult just to pick one -
V - Yeah, yeah.
Int So I guess now I’d like to try and explore a little bit more about what made you 
choose this story to represent you in the organisation.
V Yeah.  I don’t know (pause). I suppose integrity (p) maybe (p) I don’t know.  
(pause...) You know, and s- (pause) being prepared to stand up for what’s right, 
I think maybe that’s (p) something in there as well (p) erm (p) you know (p) and
being to be able to put your neck on the line if necessary and argue for what’s, 
erm, for what’s correct, I don’t know, maybe that’s something to do with it.  I 
mean, the other story I was thinking about was when somebody was particularly 
ill (p) and I got a call on the way to work.  Now, you know, that sent me off on a
tangent [ ] but (p) I mean once again that was doing the right thing, it was 
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(pause) [ ] you know, their distress and that side-lined me for that day, and erm 
(p) that was because the person was very sick at the time, that was a very 
significant, erm, you know, event, you know, again.  It – so, erm - It was 
difficult really, you should have given us a few examples really, it was kind of 
throwing it out there and then I’m thinking what’s she trying to figure out from 
this, what she’s trying to unearth here, what’s behind it.
Int Ah, you see that’s why I didn’t want to give you too much direction because I 
didn’t want you to try and anticipate what [      ].
V So then you think what’s she going to gain from that, what can she see (pause).  
Yeah.  (pause) It’s – it’s tricky isn’t it really.  I mean I could have gone down 
the route of, you know, supervision (p) or motivation or (p) you know, the 
coaching side of what I do, you know it’s - or when we went through a lean 
process where all the processes and everything were changed and how we 
changed what we did and how that process is ongoing and, you know,  I work on
that all the time, there’s lots of things really.
Int Yes and obviously it’s almost impossible to summarise the complexity of all the 
things you do in the organisation.
V Yeah, to sum up one thing, as a story, is difficult.
Int But I guess, as I said, when I asked you why you talked about integrity, 
V Yeah
Int doing the right thing -
V  - yeah
Int - which, and again I don’t want to try and put words into your mouth, but you 
talked about doing the right thing by the individual who had actually 
outperformed everyone else although they didn’t have the experience, then you 
talked about doing the right thing, there’s a formal process, I think you said?
V Yeah
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Int and it’s important to follow that and then the story that you might have told as 
an alternative, 
V Yeah
Int doing the right thing -
V [overlaps] yeah
Int [overlaps] - by that staff member even though it…
V Well to be honest, on that one... 
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Appendix 2 – Reflective journal
The following excerpts are selected to illustrate particular significant issues and 
events during the research process, and also as examples of how the act of starting to
write a factual account develops into more reflective and reflexive insights.
Excerpt 1 – organisational access and professional credibility
Reflections Interesting background to [Panorama] – [CEO] has had previous 
researchers – largely Masters – at [Panorama] as well as multiple 
auditors, so staff are very used to being interviewed – not 
necessarily a problem, but good to be aware – esp in context of 
interview culture, interview performance etc.
[CEO] also had quite clear views as to how his managers would 
react to the research and aspects of it e.g. the consent forms – 
although he qualified it more than once by saying “but that’s only 
my opinion”.  As well as the consent form he queried how 
comfortable managers would be being observed and whether it 
would be perceived as being testing or checking on their 
performance – as well as the issue of performing for the 
observer...  More generally “they will see you as an academic who
is testing and assessing their management skills”.
[...]
In many ways [CEO] is an ideal gatekeeper – not only the CEO 
who is wholly supportive of the project but also an academic 
student who values organisational research and who can offer his 
own views and insights into my methods etc.  But I need to be 
careful not to be either overawed or become defensive in this 
context – he is not a threat to me as a researcher (or a former 
manager) but a potential critical friend and someone who is 
interested in the research and its outcomes.  I need to be able to 
listen to his views and evaluate them – but be prepared to make 
my own decisions.
Threat in this context refers not only to my ability to carry out the 
research that I have planned, but more widely my identity as a 
competent academic researcher.  Indeed, the two are 
interconnected – if I am worried about my identity as a researcher 
there is a risk that I will compromise my research by adapting to 
what I perceive as his view of the right way of doing things.  
Particular issues and (currently relatively small) fears that I 
became aware of during the meeting were: not being wholly 
academic but practical as well – I made a point of emphasising my
hopes for the theoretical model to be useful to organisations; being
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sufficiently experienced and knowledgeable as a former manager; 
being sufficiently knowledgeable of academic literature and 
practice (so the feedback around the consent forms was 
challenging); not being seen as an annoyance or irrelevance – and 
especially not producing any research which would be of interest.
Development 
points
Consider a recorded interview with [CEO], exploring what he 
ideally wants from managers?
Taking [CEO]’s concerns into account – I need to take every 
opportunity to frame the research in terms of understanding what 
managers do – rather than what they ought to do – and especially 
the observations in terms of the whole environment rather than the
focus being on the individual manager.
Dress code – my “academic” dress of smart trousers and shirt is 
probably about right – certainly not the suit which would 
presumably reinforce a perception of an external management 
audit...
Excerpt 2 – a challenging interview and challenges to pre-conceptions
Reflections I found this a difficult interview.  There was an initial challenge in 
that [ ] had not received my email and information sheet, so had 
been unable to prepare a story in advance.  However, he indicated 
he could think of something there and then, and the meaning of the
story he told seemed to be consistent with his overall 
understanding of his role.
Overall, I felt that I failed to “connect” sufficiently in terms of 
getting the kind of answers I was hoping for.  I tried a number of 
different ways to explore his understanding of his role as Team 
Leader and relations with his own manager and the team, but 
couldn’t get anything really concrete.
I was left having some difficulty making sense of his position in 
terms of the MMIM [the interpretative framework of medial 
manager identity, the working conceptual model at the time of 
writing].
Driving home I felt increasingly uncertain about the project and 
worried that I was not collecting the right kind of data to answer 
my research question.  These grew into fears that:
 The approach to collecting data is all wrong
 The organisation is wrong because my model is predicated 
on differences between top and bottom and there are no 
differences in [Panorama]
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 I would collect a lot of interesting data but have to 
completely re-write or reconceptualise the literature
 I would have to abandon the interpretative framework of 
MMI
These fears still remain but I now feel that I can put them in some 
perspective:
 The interview with [ ] may reveal more useful data than I 
have realised
 I can always re-interview him (and others) if I feel I have 
gained a better understanding of the organisational context 
or better ways of asking him about his position in terms of 
hierarchy
 It does seem the case that Panorama is not strongly 
hierarchical – indeed I am starting to pick up quite a degree
of involvement by second-tier managers with staff – which 
may make the TL position challenging.  This is something 
I can check and explore a little more with the [ ] Director 
on Thursday.  Therefore the challenge may be to see how 
the model fits or needs to be adapted in the context of a 
flatter and more fluid organisational structure.
 I need to realise that the process of research is going to be 
iterative and circular rather than linear.  I recall my MBA 
dissertation as going smoothly from literature to theory to 
data to demonstrating theory – but I think I was perhaps 
less certain at first that the model was applicable, and 
certainly dependent on a close reading of the texts.  
Perhaps I had not realised how much I was expecting 
everything to fall neatly into place, rather than be prepared 
to wrestle with the data (the “is” rather than the 
“predicted”) and make sense of it in its own terms as well 
as in a theoretical context.
 The MMIM will certainly need to be developed and made 
more flexible to accommodate a variety of nuances and 
gradations – and perhaps subtle shifts between positions.  
But this is something that will evolve as you begin to 
interrogate and make sense of the data.
 Don’t forget that the MMIM works both ways... you may 
get a sense of a particular position... or you may look at the
kinds of identity work that is going on, and infer what kind 
of position is being adopted.
I have come back to this again.
In the methodology chapters I wrote all about letting the data be 
“disobedient”, the reflexive iteration between the data and my pre-
conceptions, and the importance of tests of coherence and 
authenticity.  However, when it came to it I found myself 
devastated when my pet theory seemed to be challenged by the 
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interviewee.  The more I think about it, the more I think this is not 
just a fear of having to re-think my theoretical model – the more I 
am interviewing and making initial notes on the interviews the 
more I am confident that I am gathering some really rich and 
interesting data – whether it not it will neatly fit into my pre-
conceived model.  My real difficulty is in being prepared to let go 
of my “clever idea”.  I have an emotional investment in it and I 
want it to work.
At this moment, having not started any detailed coding, I do not 
know whether the model will stand up or not.  I think it might, 
based on an intuitive reading of the interviews – but now I am 
becoming aware of the dangers of trying to “make it work”.  I am 
starting to accept the possibility that it might not, and that my 
research will still be interesting and worthwhile – and that I will be
a better researcher for being able to let go of my beautiful idea – 
even if it turns out to hold.
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